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2. Transmitted herewith is the report of Major General Arthur H. Sweeney,
subject as above.
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1. Reference: AR 525-14, Senior Officer Debriefing Program (U)
2 July 1971.

3. This report 1is provided to insure appropriate benefits are realized
from the experiences of the author. The report should be reviewed in
accordance with paragraphs 3 and 5, AR 525-14; however, it should not be
interpreted as the official view of the Department of the Army, or of any
agency of the Department of the Army.
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4., Information of actions initiated under provisions uof AR 525-14, as a
result of subject report should be provided to the Assistant Chief of Staff
for Force Development, ATIN: DAFD-OTT within 90 days of receipt of
covering letter.
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Loy ererace: USARV vupplement 1:to AR 025-14, oubj: as above

¢ 2. U) Geaneral: Tals report 1s suvmitted 1 decordauice witiu the relcrence.

Jurbag iy tenure 4s cosnauder cf United sStates Ammy support Comaand, Da Nang, the
niture of tae logistical support mission shifted from one of pure support and ser-
vices, under combat conditions, to almost pure retrograde and redeployment under
the Keystone program. The height of the support mission occurred during LAM SON
719 when the command had two General Support Groups, a Transportation Group, a
mayor Terminal Command and a Depot operating at maximm effort. From the end of
LAM SON forward the retrograde and redeployment mission began to compete with
incrcasing vigor for available rcsources. Between January 1971 and April 1972,
tue strength of the commwid dropped from about 12,000 to under 3,000 with most of
taose remaining being directly involved with the redeployment program. . Brief
cunments and observations are listed below, with more detailed discussiyn by
functional arca in the annexes ¢o this report.

3. (C) Comments and Observations:

a. The higalignt of the Da Nang Support Command's performance duriag m
tenurc was tie logistic support for a combined US - Vietnamese force im a large-
scale operation of the war - LAM SON 719. The support given by USARV, ICCV, and
CONUS NICPs in gathering sufficient equipment to support this operation was out-
standing. The rapid witidrawal of US military forces from tie Republic of Viet-
nam saw huge quantities of supplies and equipment, including significant excesses,
rctrograded from this areca. The accelerated closure of tie Da Nang Depot necessi-
tated an all out effort but with a high degree of team work between depot and
transportation personnel the closure was accomplished in record time. Even with
the inherent problems associated with material retrograde and unit standdowns,

Da Nang Support Command was able to render timely and sufficient support to all
customers throughout this period.

b. Ammumition service was characterized by tremendous fluctuations in balance
on hand and issue rates caused by sporadic tactical operations and the witiidrawal
' CLASSIFIED BY: MG Arthur H. Sweeney
SUBJECT TO GENERAL DECLASSIFICATION
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of US Forces. Insufficient lead time prior to large planned tactical operations
such as LAM SON 719 required extraordinary transportation efforts to move the
lurge tonnages required to properly support tne operations. Conversely, early
termination of operations necessitated retrograde of large amounts of wmunition
from forward ASPs. Ammunition service was further characterized by Vietnami-
zation and phase out of United States Amy ammunition supply points, Facili-
ties were transferred to the Army of tne Republic of Vietnam or closed as the
witidrawal of American Forces continued. ARVN assumed tne responsibility for
ammunition support to all remaining US FForces in Military Region 1 on 23 February
1972, ‘Inis was the first service support function completely Vietnamized.

C. Maintenance activities during my tenure were highlignted by intensive
support during operation LAM SON 719, a demanding ard highly fluid redeployment
and retrograde support mission, and by special efforts to upgrade equipment for
transfer to ARVN under Project 981. Salient amcng my several observations perti-
nent to maintenance support is tie fact that organizational and operator maint-
cndnce was almost universally poor botn in divisicnal and non-divisional units.
For the most part this ctatement pertains to general purpose vehicles and heavy
weapons. Apparently, few commanders were able to properly motivate their per-
sonnel in this direction in wiat was predominantly a retrograde environment.
Consequently, direct support mdintenance units assumed disproportionate import-
ance Jgs customers vecame increasingly dependent on them., The Class IX supply
systen was generally quite responsive, but required daily intensive staff atten-
tion to mdie it s, ropos of general maintenance capabilitjes, I question tnc
Jesirability of employing TOE maintemance units for long-term production line
operdtions as was done in support of Project 981, and the maintenance annex to
tiuls report contains elavoration on this point.

d. Lffective transportation management is vital to any logistical operation
tu provide the proper mixture of nigaway, rail and sea transportation. Sucih
managenent ang dttention must be orieated to tne comuodity or class of supply
being transported. With tne standdown of tae 1/5 Mecn Bde, the 23d Inf Div,
tae 1Ulst Airborne Div, and miscellaneous units tarougnout MRl, the management
of assets became of utmost importance. Shuttles of LSTs and YFUs were cilosely
managed to vackload neavy cguipment into Ua Nang, while rail and higiwa, were
utilized to thear maximum for cargo compatible to that configuration. As re-
quirements for trursportation assets decreased rapidly throughout MRl during
January to sdrca iy72, the transportation ccmpanies were phased down accord-
ingly, and civilian tariff trucking Lecame & transportation mainstay.

e. Retrograde and Uisposal operations hecame oneof the largest tasks of
tiuis command starting in May 1971. To accamplish this tisk, the 92d Composite
service sattalion was formed and given the sole mission of uperating central-
1zed Keystone and retrograde processing facilities at Da Nang. The normil
retrograde of unserviceable, worn out items decreased in quantitiy during tne
second quarter of FY 72, waile at the same time the task of retrograding the
equipment of retrograde units sharply increased. Major emphasis was reyuired

)

CONFIDENTIAL




T

. SIS N OET. EET T TRE SRSRATIGY | Sy AT £ I

CONFIDENTIAL

AVUD-Co
SUBJECT:  senior Jfficer Uebriefing Report (RCS: C5KIR-74) (U}

on keystone operations in order to meet the processing and silpplng
requircaents for equipment being turned in by Keystone units. Starting in Jan-
uary 1972 Lecal Nitionals were hired to mua the Reystone facilities ad tuey
proved adaptivle to tnis operation,

f. As tie Vietnamization program accelerated, the primary energies of my
Lnginecr staff turned from monitoring constraction and RGU ciforts to sector
coordination. Tne manifold problems vnemight normally assoclate witn sector
coordination were minimized tirough timely planning dand constant surveillance.
| was surprisingly pleascd with tne simoothness of tals operation. [n anotuer
area, temporary type construction in 4 combat zone 1s gooad logic. ilowever, 1
fecl our experience here in Vietnam saould revitalize our thinking along tae
lines of a positive, staged program to improve tie military living conditions
in identifiable vase areas.

g. In tie area of personnel, I found the majority of expertise in tae field
grade officers. Most company grade officers do not cesire command; those who
do, and wio were strong leaders, commanded often times at the risk of taeir
lives due to the possibility of grenade incidents. Tne young officer (Lieute-
nants) tends to identify witn the young soldier and thus loses cammunication
with tae Seinior Non-Commissioned Ufficers, Jisuse of personnzl by MOS was occa-
sioned by tne fact that the Army does not have MJISs peculiar to retrograde
operations. These operations should be civilianized.

n. Ine incidence of drug abuse by soldiers in my comnand was a function
of various individual and énvirdumental factors. Two factors emerged as being
strongly influentiual in determining tne rate of drug abuse througiout ny comuwia.
[ncy were tae assignment of those individuals who througnout tireir lives aave
rarely, if ever, demonstrated the ability to behave in a mature and responsiblce
fashion and tne high drug availability in the Ua Naang area. Laforcement aiu
elimination programs were more successful in the fignt agoinst drug abuse tian
tne exemption damd education programs. I feel that the lutter two programs would
nave been more effective had thcy been backed by more resources than they were.
The experience nere in the Support ‘Command, I feel, cicarly demonstrates tiat
any successful drug program must pldace continued empasis on reducing tine avaiia-
bility of drugs and the prampt identification and eliminution of drug dvusers.

i. Security of an installation must be a defense in deptu. It is not
endugn to establisn a perimeter defense relying on a denial of penetraticn. A
well trained sapper will penetrate the best perimeter and without auditioiul
defensive provisions he will most likely verform his mission and depart unde-
tected. Llectronic sensors will assist in the defense of installatiouns, but
additional research effort is necessary to reduce false activations aud to
provide some degree of discrimination. Since a logistical coimmund has uneroas
items of nigh market value the probiems of wtneft and pilferage are grcat. Under

3
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tnese conditions, Local National security guands proved to be of limited
value and nad to ve augmented with US security personnel. wWitnout US
supervisiun LN guards fell victim to threats and intimidation by the crim-
inal element and often worked in complicity with tae thieves.

4. (C) At tiais time all functional responsivilities and units of tae
Support Command have been transferred to the 5th Transportation Command

in preparation for the discontinuance of this neadquarters. This transi-
tion went very smoothly and no unforseen obstacles were encountered. Tie
future will see a continued reduction in tae logistical support forces
required to provide support throughout Military Region 1. To this end,

che Sth Transportation Command has already begun to consolidate its re-
sources under its two main units, the 57th Transportation Sattalion and

the 277th S&S Battalion. Increased emphasis is also being placed on rontrac-
ting normal logistical support functions to even further rsduce the presence
of US Military personnel in Military Region 1.

ARTHUR H. SWEE
Annex A - Command and Control Major General USA
Annex 5 - Supply Commanding
Alnex ¢ - Ammunition
Annex D - Maintenance
Annex L - Transportation
Anex F - Retrograde
Annex G - Engineer
Amnex il - Personnel
Annix I - Combat Security
Annex J - Provost Marshal
Annex k - Comptroller
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ANNEX A
COMMAND AND CONTRIL

1. (C) On 27 November 1970, I assumed command of a dynamic on-going Support
Command (as shown in Figure 1) tnat had the primary mission of providing logistical
support and services -~ all US and Free World Military Assistance Forces in Mili-
tary Region 1., After .nitial appraisal of my new organization, I reorganized the
staff into .iine principal staff sections ana eigiit special staff sections as shown
in Figure 2. This staff structure provided me maximum flexibility and expertisc
1n each of the critical support areas. I have maintained this structure through-
out my period of command, During my first month in command at Da Nang, I spent
mucii time in making my estimate of tiie Lituation particularly as pertained to
available logistical resources vis-a-vis the Supvuort Coumanc’s mission assignment.
After numerous visits and discussions with my s{ - ff, with my major subordinate
conmanders, and most important with my customers,one common theme continually re-
curred - the overall inadequacy of Support Command resources to respond to any peak
workload or emergency. This was particularly evident in the areas of land trans-
portation, ammunition personnel, and security forces. Based upon this assessment,
I sent an '"Adequacy of Resources" letter in December 1970 to the Assistant Deputy
Commandinyg General for Material, USARV idertifying specific needs in each area and
providing examples of siortcomings in available assets. The Deputy Commanding
General, USARV, promptly reviewed my request and responded by providing these
additional resources and directed implementing action. Fortuitously, some of the
transportation, ammmition, and maintenance units I had asked for to accomplish
m, normal mission began to arrive prior to the unexpected operation LAM SON 719.

2. (U) As these additional resources began to arrive, initial planning for
Operation LAM SON 719 was begun. Although my assessment of the command had the
long range plan in mind, i.e., the redeployment and normal support effort, it
Jointed out other areas that would require augmentation if the command was to
play a viable role in an operation of this magnitude. Support of this operation
in northermn Military Region 1 received much of my personnel attention and became
my primary mission for the next four months. Logistical support to southern
Military Region 1 continued to be provided through a greatly reduced 80th Gencral
Support Group at Da Nang. Because of the short fuse requirements of LAM SON 719
I stripped out many units from the 80th General Support Group to augment the
logistical support effort in the north.

3. (U) To successfully support the LAM SON operaticii, it was necessary to frag-
ment the 26th General Support Group, in the north, into four scparate element..
The headyuarters remained at Phu Bai with the 2d Maintenance DBattalion and the
nearby port facility at Tan My. A Base Support Activity (BSA) was formed at
Quang Tri and identified as the 26th General Support Group ("orward). Assignod
to the BSA was the 63rd Maintenance Battalion and 1K, 8th Transportation Group
which was brought up from Qui Nhon to control the critical assets of two transpcr-
tation battalions, the 39th and the 57th. Two Forward Support Are:s (FSA) were
established in western Quang Tri Province at FSB Vandergrift and kKhe Sahr respec-
tively.

4. (U) Each FSA was organized with a security company and separate platoons for

5
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transportation, ammmition, POL and supply and services. This compositicn pro-
vided each FSA with the capability and flexibility required for its mission.
Additional line-haul trucking was provided by the 8th Transportation Group

and coastal shipping was provided by the 5th Transportation Command thru Tan My
and Dong Ha. The SUPOOM's POL pioeline fram Tan My and U.S. Air Force '"bladder
birds" insured adequate JP4 was available for the increased mmber of air
sorties flown in support of the operation. Further, to accomodate this in-
crease in activity and widely dispersed area of uperations the 26th Gemeral
Support Group was augmented by a total of 1,775 personnel to bring its strength
up to 5,875 at the height of the operation. LAM SON 719 was successfully termi-
nated on 4 April 1971, and ance again we began to direct our resources toward
an accelerated redeployment.

5. (C) Keystone (Oricle Alpha) Increment VIII, which covered the period 1 May
through 30 June 1971, was the first major redeployment effort in Military Region
1. Logistic support was provided on an area basis, With this in view, the plan
for redeployment of SUPOOM subordinate units was predicated on the closure

of the main supported installations and locations in an area rather than on the
redeployment of particular supported units. This concept insured sufficient
responsiveness and flexibility to provide continuaus logistical support as well
as meet the requirements of the redeployment and retrograde effort. The over-
all concept envisioned a roll back to the Da Nang logistics base with units
redeploying from north to south and with installations closing in the following
order in Northern MR1: Dong Ha, Quang Tri, Camp Evans, Camp le, Phu Bai and
Tan My. Conversely in southern MRl the wnits were to loy from south to
nertii starting with the closure of LZ Bronco and them by main base at Chu
Lai. This reduced the logistical mission in southern MRl to support of the US Ad-
visory Group Personnel remeining at (uang Ngai and Chu Lai.

6. (U) The redeployment concept was 'L:ﬁgemented and, except for the requirement
to maintain an FSA at Quang Tri beyond scheduled date, installations hegan

to close on schedule. By June 1971 the structure of the command had Leen
modified by the redeployment of units and changing mission requirements to that
shown ‘in Figure 3,

7. (C) As the pace of the redeployment effort increased durini the next seven
months major elements of the comamid began to feel the impact of the drawdown

for the first time. The closure of Chu Lai saw the 277th S§S Battalion vir-
tually eliminated, but later recanstituted in Ds Nang as the Long Range Support
Battalion. In the north the 26th General Support Group was reduced to a Task
Force lleadquarters and finally became ths small Northernmost Support Detachment.
This Detachment was assigned to the 277th and will remain at Phu Bai indefinizely,
as the activity through which adviscors and other units in the north request

and recrive supplies. hhile this action was taking place, Headquarters, 80th
General Support Group in the south was-also phased out. Many other units were
moved or reorganized to keep pace with the increase in re of equipment

and material. Port operations continued at a level. port facilities

at Chu Lai and Tan My were both retained until last major U.S. units were
withdrawn fram those areac and then the ports were turned over to the Pepublic of
Vietaam. These facilities greatly assisted the movemens of equirment and materizl
into Da Nang and reduced the burden and hazards of line-haul trucking.

)
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8. (C) Tne Ua Nang area became tie focal point of all retrograde activity
in MRl from the outset; it continued to gain 1n importance thirougiout tie
entire period. The Da Nang port camplex, Deep Water Pier, Tien Sha Ram, and
Bridge Ramp were utilized to the utmost and on many occasions were totally
congested wita retrograde equipment and supplies. The wain problem witn
backlog was tne general inadequacy of shipping, in bech uantity and scheduled
off siore destinations, and lack of timely disposition instructicns for tie
large quantities of supplies and material being generated. A contributing
factor was the poor weather conditions of the monsoon season. For days at
a time ships could not be loaded because sea conditions made thie cperation
of floating cranes unsafe.

9, (C) Throughout the SUPCM's redeployment phase, I have followed a

firm plan to reduce tne size and mumber of my supporting units to an austere
level, yet fully capable to accomplish essential missions and tasks. Several
times in tue course of each redeployment increment, I had the staff re-
analyze all the remaining units to be redeployed. Lvaluation of their loca-
tion, type and quantity of equipment, and tue size of the units involved
usually led me to make more rapid or deeper cuts into the remaining logistic
units. One of tne basic purposes of the.e extra cuts was to reduce manpower
to only that which could be employed on a full, long work-day basis. This

in turn helped stem tne tendency of some to turn to drug usage, a condition
tnat seems to ve accentuated by idle time. For tris reason, ! pronibited tue
formation of provisional units to be used for guand duty only, and insisted
tuat each unit participate fully in securing its own area.

10, (U) buring the last three montas there nas been increased activity to
consolidate the organizational structure. Figure 4 depicts tue organizaticial
structure on 1 Marcn 1972 as the SUPCOM entered its terminal phase. On 1
March 1972 termination of Project Y81, the program for maintenance u, yrade

of ecquipment veing turned over to tae Vietnamese, ended tne re uirciaont

for tue vl sllatenance oattalion; dnd 1t wds paased out vy Lie ciud ol

carca. Tae last U.S. amnunition supply point in (lilitary Kegion 1 cedscu
operation in late Feoruary, ending the mission of tie lsdth Undnance wattalion
waica then redeployed as well in March. The U.S5. Anmy Depot, Da Nang began
planning for closure in oeptember 1Y71. As time progressed, 1t reduced ity
inventories amd transferred its wholesale responsibility for class II, {V,
VIl and IX wo U.S. Ammy Depot, long sinh. The Class | retail and wholesal
res,onsivility; was turned over to tie 2/7th S45 Battalion as well as mucl.

of tue reduced stocks. Since the 277th 5§S sattalion was to be a long term
support unit, it was determined to collocate it at tne depot covercd stolape
ared, and mucn of tne stocks were transferred in place. This along witi
early decisions to centralize stock control, establisn a new AT cade for
Class I and break bulk an” snipping to zero balance with one Miterial Relcase
Order (MRO) per Federal Stock Number per location expedited the closure in

a professional and orderly manner. The U.S. Army Depot, La Nang completed
standdown and was inactivated 1 April 197..
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11. (C) By tie end of Marcn, the Support Ccmmand was reduced to a siugle
organizational entity, the >th Trans Comd. As mentioned earlier, decper

cuts were made into the logistics forces as each redeployment incremeat
progressed. In February 1972, I saw that tne smiall logistic force which would
remain in this Region after 1 April 1972 did not require a headquarters of

the size and type of my owi. command. Theref~re, I started a plan to phase

out ileadquarters, !.S. Ammy Support Command, Ua Nang by 15 April 1972, thus
leaving the Sth Trans Comd as the senior logistics cammand in Military

Region 1. The plan was based on the prior campletion of two main objectives:

a. The U.S. Army Depot, Ua Nang would complete closure and puasedown
of tne 03rd Maintenance Battalion and tie 184th Ordnance Battaion would be
camplete. This objective was met by 1 April 1972.

b. The proper staffing of lieadquarters, 5th Trans Comd with experienced
personnel and background files would be provided from the SUPC'M staff. This
staffing would include an overlapping time period in which the Sth Trans
staff would "carry tne ball" while a small SUPCOM staff would monitor and
assist when necessary. To this end all staff functions were transferrel to
the Sth Trans Comd by 15 March 1972,

12. (C) At this time all actions required to.transfer iunctional responsi-
bility and units to tne 5th Trans Comd have been completed. The transition
phase went very smoothly and no unforseen obstacles were encountered. The
future will see a continued reduction in logistical support forces required
to provide support throughout Military Region 1. Even as this report is
veing written, the 5th Transportation Cammand is cansolidating its resources
under the 57th Transportation Battalion and the 277th S§S Battalion to pro-
gress towards this goal as rapidly and efficiently as possible. Increased
emphasis is also being placed on contracting normal lcgistical support func-
tions, to even further reduce the presences of U.S. Military personnel witi:-
in Military Region 1,

g
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ANNEX B
SUPPLY

1. (C) In late November 1370 the Da Nang Support Command was re-
sponsible for the provision of Classes I, II, III, IV, VII, and IX
supplies to units within Military Region I (MRI). The retail mis-
sion was performed at that time by the 80th General Support Group
(southern MRI) and the 26th General Support Group (northern MRI)
with maintenance and supply and service companies iucated at Quang
Tri, Phu Bai, Da Nang, and - Chu lai. As US military units left MRI,
supporting units stood down until, in April 1972, one supply and ser-
vice battalion was left at Da Rang to support all ci MRI,

2. (c) GENERAl SUPPLIES (Class IX, IV, VII, and IX)

a. The mission of wholesale receipt, storage, and issue of these
supplies was performed by the US Army Depot, Da Nang through February
1972, At that time the whplesale mission was assigned to US Army Depot,
Long Binh, The retail distribution mission was performed by direct
support units of the Support Cammand or cambat divisions.

1AM SQN 719

b, In January 1971 LAM SON 719, one of the largest joint US-ARVN
combat operations in MRI, was initiated. Ilogistic surport was gigantic,
bringing to bear all the support activitiss of Da Nang Suppart Command
to a highly successful completion. The limited distritution of avail-
able planning information severely hampered initial logistic develop-
rents. The short period between conception of the operaticn and D-Day
did not allow sufficient time for marshalling required resources. The
rajority of equipment to fill priority requirements (less Class IV) came
fror sourees other than the US Army Depot, Da Nang. Many of the items
were shipped out-of-country to include CONUS, Japan, Korea, and Okinawa.
The effort from these areas, sspecially CONUS NICPs, was outstanding in
every respect, Faterisls and squipment were shipped utilizing supply
directives from ICCV and US iArmy Depot, Da Nang. Howsver, major items
ordered prior to project code "GWS" created a problsm in identification
at, port facilities which was overcome by a sirict screening of incoming
assets., As the operation progressed requirements continued to develop,
especially for major items of squipment, A major problem was the lack
of 10E/TDA authorisation for the equipment. Initially there was nc jues-
tion aes to tabular authority. The mission dictated whether or not equip-
ment was issued. This was further complicated by combat losses and units'
failure to report them. Despitecontinuous efforts, many reports of los-
ses wee not made until afer the operation ended. Towards the end of
the operation, authorisetion became a problem as USARV and ICCV began
to require justification. By the time units begar to subtmit requests
for loans the opsration vas beginning to phase down and the equipment
was no longer needad.
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¢. One of the biggest Class IV problems was obtaining suf-

icient ratting for repairing the alrstrip at Khe Sanh, Matting
was obtained from the Army, Navy, and Marine Corps in-country and
out-of-country. Class II items such as sleeptng bags, tlankets,
ponchos, and liners became a problem as many additional troops were
roved north without any of their basic eguipment. Of course, the
supply DSUs were not geared to support this large incrsases in de-
mani for these type items; however, the US Army Depot, Da Nang;
DCS_.0G-USARV; and ICCV were quick to respond to fill all these re-
quirements.

d. Recognizing that the materials and equipment involved in
LAM 3SON 719 would involve millions of dollars, it was directed that
a system of checks and document controls be initiated in order to
leave a well-defined audit trail. An audit team was formed and tasked
to reconcile the sub-depot stock records, to verify the receipt of
items at each of the receiving ureas, and to effect liaison visits
with the receiving points for the purpose of checking transportation
control movement documents, manifests, tally sheets, etc, This tech-
nique proved highly successful and, upor termination of the operation,
all rajor iters of GWS equipment had been accuunted except for a small
number thst were surveyed.

e. Unlike other classes of supplies, Class IX requirements wire
impossitle to determine. Several hundred different liner for elac-
tronics, automotive, armament, and track equipment were invoived,
Lists of known high morta’.ity, critical repsir parts were formulated
for wheel vehicles, heavy artillery, and some cignal equipment. These
lists were su mitted as requirerents with some parts being received
by maintenance units. However, considering the entire operation,
this approach was not completelycsuccessful. On several occasions,
"push packages" were deveioped, It was hard to evaluate whether or
not this procedure was successful, but verbal feedback indicated that
rany items were removed from deadline as a result of these packages.
Toward the end of the operation Class IX support reverted to normal
supply proceduras.

JFHASEDOAN

f. After LAM SON 719, Da Nang Support Command began to phase
down support operatione in the northern part of MRI. 1The technical
supply elements of maintenance coapanies in the northern province
vers elirminated and picked up ty the 63d Muintensnce Battalion at
Quang Tri. In August 1971 the 63d Maintenance Battalion moved to
Da Nang to support the ARVN maintenance program leaving the 178th
Mrintenance Conmpany along with a Porvard Support Activity oreated
from the 26th General Support Group to support the Quang Tri area.
On 14 Oct 71 a dedicated staff section designated as KEYIOC (Key-
stone Logistic Operations Center) was esteblish to monitor the re-
ceipt, storae, upgrade, and transfer of depot and Keystone assets to RVNAF,
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The section drew upon ACofS Supply and ACofS Maintener:e for perso.nel

~al support. It acted 2s a clearing house for aspects of Project 981 as-
sets upgrade and transfer and provided a contact point and liaison for all
interested perties. Equipment for transfer came from two rejor sources:
Depot AAA stocks and Keystone depot assets.

g. 0On 24 Oct 71 Typhoon Hester struck the northern coast of 3cuth
Vietnar., Its devasting winds and rain slammed into Chu Lai and Da Neng
destroying buildings, power lines, and communication lines. Ibergeucy
reiuirerent for power generation equirment, clothing, and lumber for re-
tuilding structures ceame in from all units in MRI with an overwhelming
response, Power outages required immediate replacement of generators
from USADD and other emergency supplies. XXIV Corps and ACofS Supply
set up a coordination team to process all essentiel requirements and
issue to units on a temvorary loan basis such supplies as communicaticn
equipment, tentage generetors, etc, Lumber and roofing materials were
issued during the typhoon with full kmowledge that it would in &ll pro-
bability have sn adverse impuct on the retrograde program. It was felt
that the situation demendec immediate response and that we could make
up the retrograde equipment. later. The destruction of the LU0 Area Ware-
house was cfitical to the clothing supplies of the Central Issue Faci-
lity (CIF). By shifting ncrmal field laundry to contract civilian laun-
dry and working the 334th S&S Co field laundry in Da Nang to capacity
on those clothing supplies water daraged, losses were kept to a minimum.
After the typhoon, action was taken to return loaned major items to de-
oot stocks.

h, November 1971 saw the first big wave of rapid drawdown of com-
bat urits in MRI. The repld drawdown of foirces in MAI resulted in e
great deal of activity in ACofS Supply and during virtually ine rest
of the time that USASUPCOM, DNG was in existence, was the overriding
factor b; which all operations were governed. In mid-November, the
Chu Iai combat support base was successfully closed and = srooth shift
of the support mission from Cnu lai to Da Nang was planned and implement-
ed. The 2£77th Supply and Service Battalion terminated ite area of sup-
port as the 23d Infentry Division moved out of the Chu lai area. The
Forward Support Activity at Quang T:i also closed as ths US Forces de-
parted that area., In February 1972, the 2d Maintenance Fattalion, which
includad the Supply and Service Company, terminated its =rea suprcrt as
the 10lst Airborne Divielion moved out of the Phu Bal nrea. This left
the Da Nang Supply and Service Battalion which later became the 277th
Supply and Service Battalion. It was placed under the US Army Depot,
Da Nang since the 26th General Support Group and the 80th Ceneral Sup-
port Group both were to stand down in Pebruary 1972, and was later trans-
ferred to the 5th Transportation Command before depot standdour.
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i. The US Army Depot, Da Nang begen planning for closure in
September 1971. Even as the planning progressed, the depot trans-
ferred its stock control operation to ICCV on 1 December 1971. Dis-
position instructions for supplies and equipment were requested esrly
in the pheseout. Initially large numbers of MROs were received but
¢rounted to only small tonnages. Volume dispositions finally were
received in the middle of January 1972 and the depot immediately te-
gan large tonnags shipments. At that time transportation assets be-
came a problem. Initially sufficient line haul assets, ships, and
Sea lend Vans were not available to move the huge quantities of sup-
r1ies and equipment processed for shipment by the depot. This pro-
blem was gredually overcome after maximum command effort was exerted.
Through the latter part of January until the middle of March the de-
pot chipped over 62,000 short tons - 1200 short tons per day - of Class
11, IV, VII, and IX. The Class I mission and stocks were transferred
intact tc the 277th Supply and Service Battalion on 10 February 1972.
Decisions made initially had a profound effect on the closure, including
centralization of stock control, shipping to zero balanee with one MRO
ver FSN per location, transferring stocks in place for the residual sup-
porting force, and establishing new AT codes for Class I and break bulk
activities. Never before had a major US Army Depot retrograded a pre-
rondence of its usable stock fror a theater of operation in such a short
tire overcoming limited transportation resourcss problems and numerous
internal problems inherent in such a complicated operation. The closure
of the depot truly represented a milestone in logistical accomplishment
in the Republic of Vietnam,

J. Depot support responsibility was transferred to US Army Depot,
Long Finh in February 1972 leaving the 277th S&S Battalicn and support
units of the 196th Infantry Brigade to support all Army units in MRI.

Se¢ reral problems were encountered by the US Army Depot, Da Nang in its
closure. lack of timely disposition often slowed operations or caused
effort to be diverted from one srea to another. lack of transportation
assets and ship's bottoms was a lesser problem. As the Depot approachei

its final closure date, personnel shortages had to be nvercome by the use
of military troops from other units and broader use of civilian contractors.
liowever, the Depot's closure was a significant accomplishment in record
tire and extremely orderly.

K. As the pace of standdown juickened dhanges in policies and pro-
cedures wultiplied in such areas as requisitioning objectives for DSU's;
retrogredirg excess material found on post or generated by standdown; can-
cellation of unneeded cutstanding requisitions; capture and utilization
of serviceatle expendable supplies such as paper products, office surplies,
etc, from Keystone units; and lateral tranasfer of Post, Camp and Station
froperty. In order to keep our units abriast of the changes in poiicies
and procedures, the scope of the Evaluation and Assistance Team's oper-
aticn was expanded to include unit level supply activitisas.
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1. Directly related to drawdown was the establishment of the
Central Issue Facility (CIF) at the Frecdom Hill R&R Center oper-
ated by the 334th S&S Company in support of the 51Cth Replacement
Company. The CIF began full scale processing of personnel on 9
October 1971. Since then, approyimately 31,50C personnel hava hwen
processed out of country and 5,500 have come into country through
the CIF.

r. One of the problems associated with Class II and IX parts
supply was that of reducing in the forward aress the volume of sup-
plies on the ground. In some cases this was accomplished by the
consclidation of direct support technical supply operations. While
this resulted in a consolisiation of several hundred lines that were
common to each operation it 2130 created another problem. The num-
ber ¢f personnel authorized the average technical supply element
could not possibly identify. segregate, pack, and ship the excess
supplies generated by the cousolidation of items which became fringe
to the operation. This problem existed not only at Quang Tri, but
also at other locations where the command had technical supply units
as well as in those of divisions. Accordingly, arrangements were
rade with the US Army Depot, Da Nang to set up a processing line
which could receive such excesses from the outlying unitc, process
ther, and either place them in stock or ship them to other destina-
tions., The toregoing procedures allowed the comrand to greatly re-
duce on-the-ground stockage of Class II end IX parts. Daily convoys
returning from north of the Hai Van Pass and from the scuthern part
of Mlit~ry Region I continued to bring back supplies which reverted
bart into the Arry Supply System. The immediate benerit is that
tha command regained visibility of these items. In the processing
oi' roturns, those items which were ldentified as belcnging on the
iuthorized stockage list of the depot were segregated and placed in
stock. Those items that were identifiable but fringe to the oper-
ation were packed in suitable containers and shipped t: Okinawa/Sagami.

n. To insure availability of critical repair perts to artillery
and mechanized unite north of the Hai Van Paas, procedures ware es-
tablished to prestock closed loop end heavy artillery (HAF) parts
at Quang Tri and Phu Bai. This prestockeage proved advantageous t-

Da Nang Support Ccmmand and the supported units by significantly de-
creasing the down-time of critically needed major end {tems such as
5-ton tractor trucks, M548 track vehicles, and salfpropslled artil-
lery. Flacing the stock of the critical items with the user eliminated
the requirement for larger stocks of these items at Da Nang Depot and
emergency situations caused by lack of necessary transportation at
times these items wers neadsd, to include calling for combat essential
air 1ift missions.
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o. Class IV support for US and ROK military foraess in MRI was
a major supply problem, The mejority of Class IV items to include
all lumver and barrier materials continued to be controlled items
and USAICCV approval was required for each issue. Items such as pipe,
culvert, peneprime, timbers, and cement (for which there was little
demand) rerained on-hand in exceasive quantities while items such
as dimension lumber, plywood, and barrier materials remainsd in short
suoply. The shortage of barrier materials was relieved ir pari dur-
ing Jenuary and Fetruary by a decrease in requirements due to stand-
down of units and the return to the supply system of barrier material
in the possession of those units, The shortage of lumber and ply-
wood resulted in a "release for retrograde only" policy. This re-
sulted in sufficient ssasets to allow continuous retrograde but with
rinimal repairs/conatruction in MRI,

p. 4s a final note, the supply system worked well in MRI., The
depot insured that supplies were available and the raintenance/sup-
ply units insvrasd they reached supported units. By a combinatiom
of centralized stock control under ICCV in December 1971 and whole-
sale support from US Army Depot, long Binh in Februvary 1972 support
became more difficult but nevertheless the supplies arrived. Too
often shortages were found in units with assets in the depots. Al-
most invariably it cculd be traced to lack of proper requisitioning
by the supported units. Commanders need to take an active interest

in their suprly organization to insure support is available when needed

and where needed,
3. (U) Class I

2. During LAM SCN 71G, Class 1 support was provided tc 1)S and
ARVN troops through US supply channels using land and air trans-
rortation. No major problems were encountered during this operation.

b. Da Nang Support Commsnd recognised a potential overstockage
of Clase I perishables in May 1971 and started action to alleviate
the trobler, From July to September 1971 this overstockage wvas at
a criticel level. This was compounded by power outeges in July and
Auguet, diversions from Quin Nhon to Da Rang, and extremely poor re-
frigeration facilities in Da Nang. To compensate for theses problems
US Army Deovot, Da Nang transshipped refrigerated Sea land Vans direct
to supply points without unloading,cancelled or diverted shipments
and initiated an intense reefer repeir orograr. As result of these
problems a lcss of approximately $380,000 resulted. However this
loss was a srall percentage of the overall dollar value of the is-
sues during this peried.

c. In October 1971 Typhoon Hester caused extensive damage to
the Depot and Chu lai Class I points. By judicious resupply of the
Chu lai area a serious problem was averted.
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The Class I point at Chu lai was closed 3 weeks after thoe typhoon due
to troop withdrawal and was not rebuilt.

d. During November 1971 most US military units departe” the Chu
Lai and Quang Tri areas and these Class I points were clos:i. Sup-
jort for the remaining US units was by direct delivery fror La Nung
to Chu lai and from Phu Bal to Quang Tri. 4s a result of troop with-
drawal from the Phu Bail area this Class I polnt was closed in Peb-
ruary 1972 leaving only the Da Nang Class I point overatic..al. At
this point supply of Class I was all from the Da Nang Class I point
d-livered by air or contract line haul.

e. In January 1972 the Class I function of the US Army Depot,
Da Nrng was transferred to the 277th Supply and Serviece Battalion
due to phasedown of the Depot. No problems were encountersd.

f. Contractor supply of Class I was initiated in Novenber 1971.
The first contract provided bread to the Da Nang area and wss exparded
to include units in northern MRI by January 1972. In December 1971
negotiations were started for contract supply of fresh fruits and
vegetables and becare operationsl om 1 April 19%2. Mareh 1972 gaw
sction initiated to contract all maintenance for equipmert re.uired
to operate the Da Nang Claes I activity.

#. With the exception of summer 1971 overstockage *lare were no
significant problems in Class I operations in MRI.

4. (C) Class 111

a. Operaticn LAM SON 716 *axed this command's tulx petrolzum
nandling and distribution capabllity to the maxirum. At tre neinht
of the operation we were issuing approximately 208,550 g=llenz of
fuel daily fror the operational sites. Bulk petrcleum was provi ed
from the BSA at Quang Trl to the FSAs hy a combination of 5,000 gal-
lon semi-trailer; 1200 gallon tank trucks; 500 gallon coliapcitle
irurs; and USAF C-130 Bladder Birds. During the operaticn, the Tan
My to Jnang Tri JP-4 pipeline p. uvad invaluable as up to 400 percert
of pre-operation quantities of JP-4 were transported through the line,
The line suffered no enery damege or destruction and armazingly lit-
tle pilferage during the operation. Over 7,000,000 gallons of JP-4
were transported through the line thus relieving o signifieent high-
way turden on QL-1., In addition to military linehaul, commerciel
fuel deliveries by Cong-Ty Shell from Da Nang were uszed to delivsr
fuel to Quang Tri during the operation. The lack of responsive en-
g‘neer construction capability for leveling POL operational arsas
and constructing berms sericusly impaired early FOL cperations. The
late arrival of critical POL distribution aquipment had a degrading
affect on early POL support.
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b, The 43 mile JR4 ripeline from Tan My to Quang Tri was oper-
ated very successfuliy through 26 October 197) when the pipeline
segment from Camp Evans to Quang Tri was closed. Between the end
of LAM SCN 719 and 26 October 1971, an average of 430,000 gallons
and 225,000 gallons of JP-4 were delivered monthly to Camp Evans
and Quang Tri respectively. During this period line bresks and
fuel losses were rinimal with losses representing less than 1 per-
cent of the total fuel delivered monthly. Mechanical line break
probably caused by atterpted pilferage slightly outnumbered line
breaeks caused by suspected enemy activity. On 21 December 1971 the
reraining Tan My to Camp Evans portion of the pipeline was cleared.
The line clearing operation was accomplished in an unorthodox man-
ner by back pumping the line from Camp Evans to Tan My. It was not
known at the time whether or not the line could be tack--pumped, but
the opersticn was attempted becayse sufficient storage for linefill
was not available at Camp ,[Bvans; and it was hoped that a significant
quantity of fuel could be reclaimed. The operation was highly suc-
cessful with over 142,000 gallons of on-specification JP-4 being back
pumped to Tan My storage for later use.

c. On 1 July 1971, the miesi.r of operating the Da Nang Package
PCT. Products Depot was transferrei from the 334th 8&3 Co to the 525th
<M Co. This depot provided wholssale package produect support tc Chu
lai, Quang Tri, and Phu Bei until Class III mission at those locations
was transferred to RVNAF. This depot continues to provide propane
for all US activities in MRI and direct support for packsge products
to US activities, less advisor persomnel, throughout MRI,

d. Since the beginning of Shell contractor fuel deliveries in
late June 1971, the quantities of fuel line-hauled by contractor out-
side the Du Nang area continued to increase through 30 November 1971
when transfers of MRI petroleum facilities to RVNAY began to reduce
overall US fusl requirements throughout the Military Region. Coa-
tractor truck deliveries reached thrir peak in September 1971 when a
high of 1,857,0{1 gallons of fuel wers delivered. Contractor line-
haul was found tc be a very reliable means of delivery thus allowing
for the reduction of military linehauls.

e, Use of the Vietnamese National Railroad to haul bulk fusl rail-
cars to Phu Bai from the Shell terminal in Da Nang began {n early July
1971 reaching a high of 1,160,849 gallons shipped in Septamber 1971.
While the rail lines were disrupted on sevaral oncasions by enemy ac-
tivity, the length of the disruptions seldom exceeded 48 hours, and,
therefore, had iittle effect on fuel movement.
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f. Repeir of the China Beach mooring facility in Da Narg beg-n
early ir August 1971 and, cdue to several difficulties which included
non-availability of repair materisls and Typhoon hyster, was not com-
pleted until 12 January 1972, This left the Da Nang area with only
one operational mooring throughout most of the 1971-1%72 northeast
ronsoon season.

g. The period from 1 November 1971 to February 1372 was character-
ized b: the turn-over of most MRI petroleum facilities to RVI:AF. The
petroleur terminal at Quang Tri was transf€erred on 9 Ncvember 1971,

Cn 27 November 1971, the bulk petrcleum terminals at Chu Lai were trans-
ferred to RVNA.. This transfer involved 8.5 million gmallons of storare
and 4.5 million gallons of fuel. The petroleum terminal at Tan My Is-
land was turned over on 1 February 1972. Significant in this transfer
was the US construction of a barge/coaster off-loading facility et the
quay wall in Tan My Port. The US operated a monobuoy tanker discharge
system on the South China Sea but, due to the lack of repair capability
and the cost of operation, RVNAF d2clined the transfer and use of the
monobuoy. The Phu Bai Class III facilities were transfsrred to RVNAF
on 2 February 1972, Certain packaged petroleum products end drunmed
fuels were also transferred at Phu Bail.

he As of 2 February 1972, only tke Da Nang Petroleum Terminal Comn-
plax remained under US operational control. The 525th Quartermaster
Company (Depot) is the unit assigned the terminal operating mission.
The unit was under the direct operational contrul of this headquarters
until the tranafer of the Office of the Director of Pstroleum from
this headjuarters to Headcuarters, 277th Supply and Servi:ce Battalion
on 6 Februar 1972. In December 1971, this command recommended that
operation of the Da Nang FOL Terminal Complex be turned over to a con-
tractor. This recommendation was initially supported by both USARV
and MACV; howaever, dus to the uncertainty of the US Air Force presencs
at Da Nang Alr Base, it was decided in February 1972 to retain US Army
operators for the terminal complex.

i. The Class III mission of the Da Nang Support Command was, until
6 Pebruary 1972, carried out under {he staff supervision of the Director
of Petroleum under the staff guidance of the ACofS Supply. (n & Feb-
ruary 1972, the petroleum staff function was tranaferred to a petrols i
division created within the headquarters of the 2"7th Supply and service
Battalion. The petroleum distribution system in /RT has been extremely
responsive and professionally opersted. Fraintenance and repair of sea
discharge lines has continued to preesent protlems., Ths US Navy, throug
1S5S4, has provided maintenance necessary to kesr thie lines operational.
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5. (U) Field Services

a. Three services were provided to troops in the field: laundry,
graves registration/mortuary, and bath.

b. laundry services were accomplished Dy four contract laundriea
loceted at Chu Lai, Da Nang, Phu Bai, and Hue, and four field laundries
located at Phu Bal, Da Nang, Chu lai, and Quang Tri.

c. The 625th Supply and Service Company field laundry supported
LAY SCN 71¢ operations from Quang Tri initially but, as the operation
proceeded, transportation became critical. Thus one machine was moved
to each forward support area to give localigzed support. They remained
from 26 February 1971 until their return to Que~; Tri 28 March 1971.

d. After LAM SON 719 troop withdrawals throughout MRI began. As
a result field laundries were closed and contra~t laundriez terminatsed
until, at the present time, one ccntract laundry supports the Da Nang
area and ope contract laundry supports the Phu Bai/Hue area.

e. laundry support throughout MRI was highly satisfactory, normal-
ly giving l-day service in static situation,

f. Graves registration activities in MRI were performed by graves
registration pcints in Chu lai and Phu Bai to support Support Command
and non-divisional units and the Da Nang Mortuary to support all of MI.
During LAM SON 719 the Phu Bal Graves Registration Peint rendered sup-
port to the 1/5th Infantry Division, when requested. As phasedown oc-
curred Loth graves reglstration points were terminated and the Da Nang
VMortuary was closed on 29 Pebruary 1972. The sole remaining support for
MRI is the newly activated graves registration point located in the old
site of the US Army Depot, Da Nang main storage area.

7. Iath support was provided to troops in northern MRI on fire
bases and other remote areas without sufficient bath facilities. If
an adeyate water supply wvas not aveilable, water was brought to the
bath site in 5CCO gallon tankers. This service was terrinated with
the redeonloyment of the 10lst Airborne Division.

he A1l field services were psrformed in an ocutstanding menner,
Those few complaints received were expeditiously resolved.
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ANNEX C
AVMUNITION

1. (U) Ammunition service in MRl was provided throug: six perminent amaunition
supply points (ASPs) located throughout the region. Small capacity temporary
forward ASPs to support deep tactical penetrations were established as required.
Under normal deployment conditions a single Ordnance ammmnition battalion

could have provided the necessary command aml control of thesc ASPs, however
due to the geographical expanse of MRl and its attendant communication diffi-
culties I found ic necessary to assign the separate oridnunce conpanies to

local support battalions for cammand and control less awmunition stock control.
The stoch control function was assigned to my ACofS, Ammunition. This arronge-
ment gdave me strong comuand and control lines to the compani-< anu provideu
greater responsiveness and flexibility in the manigement of stocks thiroughout
the region,

2. (C) Large scale operations such as LAY SN 719 and 810 were initiated
without the benefit of adequate logistical lead time. This placed a tremendcus
burden on the transportation system during the initial phase of the operation,
During LAM SON 719 fifty-seven combat essential (CL) air resupply missions of
more tinan 300 short tons of ammunition were required to maintain 4n uninter-
rupted flow of ammumition to the tactical units, Eariy termination of botu
LA SCN 719 and 810 left large quantities of ammunition in the forward ASP's
and tile transportation pipe line. Wnen these stocks were moved into tiie locsl
permunent AsPs, stockage levels skyrocketed beyond storage capacities. Tnis
condition persisted in some cases for several weeks until cxpenditures were
4able to bring tne levels to within bounds.

5. (U} Project 981 shipments of ammunition for ARVN compressad US ammnition
resupply shipments from a2 period of 90 days to less than 4% days during
Uctober and November 1971, This accelerated receipt of ammunition coupled
wlth tune rapidly decreasing expenditure rates would nave caused our stoCkage
levels to far exceed our storage capacities throughcut this region. Large
trunsfers of assets to ARVN at sea, diversion of ammunition ships and adverse
weatiier conditions in the Da Nang harbor reduced tne rate of receipt to an
dcceptavle level during the period.

4. (€} Vietnamization of ammunition service in MR1 was vcgun in concert
Wit tue vitadraval of Us Forces, ARVN did not plan to use our fucilitics at
e Pauo, Camp kvans or Ua ~ang; tanercfore, these facilities were closed uvat
dand tiae \ol's at wuaag Tri, Cou Lal and Pau dai were traasfeirce to ARVN L.
Liv dutes dutually agreed to. The ASP at vuc Pho was closcu 1n Juie 1u71.
Iine ASP at Quang Tri was transferred to AKVN on 25 July 1971. This was
strictly a rcal estate transfer. The (hu Lai ASP was transferrcd to Ay C.
2 November 197! with over 4,500 short tons of ammunition on the grourd. woc-
cause of the hign stockage posture of my remaining ASPs, every roww of amu-
nition that could be transferred at Chu Lai was. In the end, I found 1t
necessary to siip 4,000 short tons of non-common and non-transferable stock
rrom Chu Lai to other ASPs in the region. Camp Evans ASP was closed on 1§
December 1971.
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5. (L) The transfer of tne Phu Bai ASP on 1 Jamury 1972 was tne most sig-
nificant. Witan the ASP a.ad its more than 8,000 short tons of ammunition ARViN
also dccepted tie Tresponsibility of supporting all US Forces in northern
silitary Region 1. This included two brigades of the 10lst Division. This
was the first time a sizeable US Tactical Force in contact with the enemy
received tneir total ammumition support fram a foreign nation. The totally
successful amunition support provided by ARVN in the North allowed me to
accelerate Vietnamization of ammo support in the Da Nang Area from 1 April to
23 February 1972, thus totally Vietnamizing amm:nition support in MRl five
weeks ahead of the original target date.

0. (L} Closure of the uUa Nang ASP requiresl the movement of more than 13,000
snort tons. e moved 7,500 short tons to A(N's facilities in the Da Nang and
Cnu Lai. 1,000 short tons of required items were shipped to US installations
at Cam Rann say and Long Binh We also sihipped off-shore over 2,000 short tons
of retrograde ammnition thus closing the 75t US ammunition facility in iMil
on 5 Marcin 1972, The key to our success in the rapid closures and transfer
operations was early compreliensive pianning meetings with ARVN and timely
publication of transfer and support agreements, I found the IALC commanders

and staff officers both willing anl capable of assuming the added responsibility

of support residual US Forces in MRI.

7. (U) Tne retrograde cof unserviceable, economically repairable, and excess
non-comnon ammunition to of {-shore facilities increaseu in importance and magni-
tude as our.Vietnamization effort picked up in tempo. The lack of an organic
amwnition renovation capability in MRl greatly increased the camplexity of
preparing tne amnunition for shipment, Retrograde boxes and pallets hzd to be
cunstructed vy an kngineer Detacnment and the transported to the ASPs througn-
out the region vefore ay substantial preparation could begin., Because soft
wood was tne only stock available in adequate quantities to make the required
numoer of boxes and pallets, a significant amount of rework had to be accom-
plished on locally packiged retrograde ammmition after it was in the trans-
postation pipe line. Soft wood containers ars not strong enough to handle tine
welghts normilly associated with ammmition,

3. (U) Military Quarantine requirements made it mandatory that all retrograde
amunition be washed and certified at dockside., Although the washing could be
accomplished without any special equipment otner than a good water pump, it
did consume a large amount of man hours, and it required a considerable amount
of valuable s° .ging area at the port,
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ANNEX D
MAINTENANCE

1. (U) On 27 November 1970, the command's maintenance asscts consisted
of eight companies providing direct support and two companies providing
general support.

a. In Quang Tri Province, the 63d Maintenance Battalion, consisting
of the 63d IMS Company, 528th Light Maiutenance Company, 178th Light
Maintenance Company and 555th Maintenance Company provided direct support
to three heavy SP artillery battalions and one air defense artillery (Al)
battalion of the 108th Artillery Group, one combat engineer battalion of
the 45th Engineer Group with an attached tank company and other non-div-
isional units. This battalion also provided back up support to the Ist
Brigade, Sth Infantry Division (Mechanized).

b. In Thua Thien Province, containing Camp Lvans, Camp Lagle and the
lwe-Phu Bai-Tan My Port complex, the 2d Maintenance Battalion, with its
2d IMS Company, the 67th Light Maintenance Company and the 578th Light
Lquipment Maintenance (LEM) Company, provided DS maintenance services to
all non-divisional elements including one heavv SP artillery battalion
(Corps) and one combat engineer battalion, and back up support to the
8U1st Mainterance Battalion of the 101st Airbornme Division {Airmcbile).
The 578th LM Company additionally provided general support maintenance
for communications and electronic equipment, generators and refrigeration
equipment for all Military Region I (MR-I).

¢c. South of the llai Van Pass the 156th lieavy Lquipment Maintenance
Company and 85th Light Maintenance Company in Da Nang provided peneral
maintenance support 1o all of MR-I and area DS support in the Da Nang
area respectively. The 596th Light Maintenance Compuny wnder the 277th
Supply and Service Battalion provided direct support in the Chu Lai arca
and back up support to the 723d Maintenance Battalion oi the 23d Iutantry
Division (Americal).

d. buring January-March 1971 and the conduct of operation LAMSON 718,
the 63d Maintenance Battalion at Quang Tri was the base support mainten-
aace element and the primary source of supply for rcpair parts, temporar’
maintenance, augmentation (contact teams), maintenance float, and cvazua-
tion support. Direct support maintenance to US zround forces at FSA 26-2
(xhe Sanh) was provided by contact teams from the 178th Mairtenance (om
pany (Divisional Direct Support), the 63d Main Support Company, and the
43d Engineer Detachment. e 2d Maintenance Battalion's 67th Maintenance
Company (Divisional Direct Suprort) and the 196th Engineer Detachment at
FSA 206-1 (FSB Vandergritt) provided direct support maintenance to all US
ground forces in the A0 except units organic to the Ist brigade, Sth
Infantry Division (Mcchanized). Two additiocnal units were required to
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handle the maintenance workload which developed during the operation:
the 548th Signal Detachment at FSA 26-2 to support AN/MPQ-4 radars
which the 108th Artillery Group had moved west toward the Laotian
Border, and the 528th Light Maintenance Company at the base support
area at Quang Tri for general maintenance.

2. (C) During LAMSON 719, the operational r=adiness rate of combat
vehicles was maintained at a satisfactory level, sufficient to support
requirements of tactical units. Failure of crews to keep dust and mud-
clogged radiators and filters clean resulted in engine overheating and
premature failure. There was a much higher usage rate on all engines
than during normal operations. The same condition was prevalent on
heavy construction and materiel handling equipment. There was little,
1f any, organizational preventive maintenance performed on any equip-
ment. Vehicles were used until they merely gave out, and were then
fair game as a source of parts, nommally leaving a '‘basket case' to

be repaired by direct support units.

a. As an aiternative to the normal Class IX supply procedures
which proved insufficientiy responsive to inordirately high demands,
a special system of pushing repair parts forward from depot to cus-
tomers was developed and known as the 'push package' system. Parts
requirement of each critical item of equipment were developed in
quantities computed to sustain end item densitins throughout oper-
ation LAMSON 719. This technique assisted the normal Class IX system
by prestaging required parts at forward areas and resulted in main-
taining acceptable operaticnally ready rates for most critical
equipment.

b. buring LAMSON 719 the entire maintenance effort was applied
toward combat service support of tactical elements. Repair parts
stocks were depleted and maintenance backlogs rose to unacceptably
high levels, requiring two to three months of hard-work for support
units to recover. Immediately after LAMSON 719, large-scale redeploy-
ments and retrograde began. Maintenance units were severely
receiving retrograde equipment, SCRAM coding for Keystone units, and
at the same time trying to construct a considerably increased demend
history and reduce large work backlogs. The almost simultaneous outset
of LAMSON 719 and the Keystone program was dictatad by an smalgam of
strategic, tactical, and logistics considerations, and there was no
alternative open to the Support Cammand but to proceed with both.
Tactical requirements held precedence over logistics, and a logistical
buildup in the area to satisfy both requirements might have comprom-
iscd the intent and scope of LAMSON 719. However, more rehensive
and coordinated prior planning at the highest levels might re-
duced the impact of this dual occurrence on combat service support
resources.
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3. (U) By February 1971, experience had proven that military unit
support maintenance on fork lifts was only marginally effective.

both commercial and rough terrain fork lifts required considerable
mairtenance effort. Downtime had been in excess of 20 percent,
primarily as a result of repair parts. TFurthermore, lack of qualified
maintenance personnel compounded maintenance problems. On the job
training was initiated to overcome this, but personnel turbulance
severcly dampened the effectiveness of the QJT program. In April 1971
Philco-Ford Corporation Fixed Field Maintenance was contracted to
perform all MIE maintenance for the Da Nang area. The contractor had
only a little more success with responsiveness of the supply system;
however, the continuity of maintenance skilled personnel helped to
alleviate the effects of the shortage of repair parts. Cannibaliz-
ation efforts by the 633d CC&S Company continued to provide a limited
source or repair parts, and more careful handling by qualified and
experienced maintenance personnel increased the yield of se-viceable
components from this cannjovalization effort. The contractor operated
organizational maintenance facilities at Bridge Ramp and Depot in ad-
dition to the organizational and direct support level maintenance
workshop at their main plant at China Beach Campound. The efforts of
these contractor operated facilities brought the deadline rate down
to below five percent by February 1972.

4. (U) In late spring of 1971 an extensive reorganization for main-
tenance support and reordering of mission priorities commenced as the
Keystone program and redeployment of units received increased emphasis.
In May 1971, the 578th Light Maintenance Company was detached from the
2d Maintenanc: Battalion and moved from Phu Bei to Da Nang, where it
continued its limited GS level capabilities and mission for commun-
ications-electronics support. On 18 June 71, the 578th LIM Cempany,
the 633d Collection, Classification and Salvage (CCGS) Company and the
150th 1M Company were attached to the 92d Composite Service (CS)
Lattalion. On 21 June 71, the 85th Light Maintenance Company at Da
Nang and the 528th Light Maintenance Company at Quang Tri exchanged
unit designations. The redesignated 85th Maintenance Company at Quang
Tri was stood down, while the 528th Light Maintenance Company, now in
Da Nang, was given a local area support DS mission. On 28 June 71,
the newly organized 92d CS Battalion was assigned the mission of
keystone processing, maintenance, and overall support for MR-I, and
in July its attached 156th IIM Company lost its GS maintenance mission
and became purely a service unit operating the Single Item Processing
Point (SIPP) for cleaning, classifying and rrocessing of heystone
vehicles and large items for offshore shipment or other disposition.
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5 (U) a.On 16 August 71, the 63d Maintenaice Battalion lieadquarters

and 1ts 63d IMS Company at Quang Tri moved to Da Nang to assume the
mission of maintenance upgrade of equipment for transfer to ARVN pursuant
to Project 981. The battalion's 178th Maintenance Company in Dong lla
noved to Quang Tri, was detached from the €3ru Maintenance Battalion and
resubordinated directly to 1IQ, 26th General Support Group to provide DS
maintenance support in the Quang Tri area. The 63d Maintenance Battalion
ix and IMS Company moved into Camp Adenir, Da Nang, and set up mainten:ace
shops in the Da Nang Service Area, previously occupied by the 156th 1IM
Corpany. The 528th Light laintenance Company and 578th LIM Company were
resuberdinated to the 63d¢ Maintenance Battalion, leaving the 92d CS
vattalion with no more than organic organizational maintenance capability.
The entire US-GS maintenance support capability in Da Nang was consequently
concentrated in the 63d Maintenance Battalion attached to the 80th General
Support Group. Two companies within the battalion, the 63d HMS Company
and the 578th LEM Company, were dedicated principally to the mission of
repairing cquipment for Project 981 and transferring it to ARVN, The 528th
Light Maintenance Company retained its DS maintenance mission for the

Da hang area.

b. The duration and scope of the Project 981 maintenance program
required the 63d Maintenance Battalion to set: up production line opera-
tions to accomplish the mission of upgrading Keystone-generated equipment.
This line system was in operation until March 1972, Experience gained
from this method of operation indicate that TOL maintenance units are not
suited for assembly line maintenance production over extended periods.
This unit was assigned the mission of upgrading (repairing) several hun-
dred vehicles and large numbers of heavy and light weapons for both ARVN
and Depot stocks. The unit in its TOE configuration did not have suff-
icient quantities of personnel skills and tool sets to permit double
shift, continuous line operations entailing complete repairs to large
quantities of equipment. This was particularly true considering the high
standards of repair required, and further considering extra duties nor-
mally associated with TOL units, such as guard and detail commitments.
Units which are required to perform line-type maintenance operations
should be organized under TDA, rather than TOE. TDA units could be
tailored to meet task requirements, and augmented as necessary.

6. (U) Dluring September 71, the Quarng Tri Combat Base was reorganized
as Forward Support Area 26-1 (FSA 26-1), and controlled directly by HQ,
20th General Support Group. Its role was to provide support for northermn
MR-1 with the 178th Maintenance Company as its sole maintenance resource.
On 8 October 71 a mechanical maintenance platoon of this company was
relocated to Cump Haskins in Da Nang and placed under operational control
of the 528th Light Maintenance Company. Its purpose was to provide con-
tinuous contact team tyﬁz direct support to 57th Transportation
Battalion, a critica), heavily committed line-hsul unit.
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7. (U) On 14 October 71, a dedicated staff section was organized in the
headquarters to monitor upgrading and transfer of depot and Keystone
equipment assets to ARVN. This section, named KEYLOC (Keystone logistics
Operations Center), drew upon ACofS Supply and ACofS Maintenance for
staffing and support. It became the clearing house for all aspects of
asset upgrading and transfers ard provided a contact point and liaison
function for all activities involved in this process. On 15-16 October
71 a maintenance planning conference at HQ, USARV, established the in-
itial long-run maintenance upgrade program taskings for individual line
items of equipment.

8. (U) Typhoon "Hester" caused extensive damage in southern and central
MR-1 on 23 and 24 October 71. Tnjuries and destruction were most acute
in the Chu Lai area. Da Nang suffered extensive property damage but no
serious injuries to US personnel. Maintenance areas and living quarters
were damaged to the extent that normal operations could not be restored
for several days. The 578th LBM Company was hardest hit in the Da Nang
area and required ten days to resume mission activities.

9. (U) The Da Nang Support Command was tasked at the end of October 71
with providing backup DS maintenance support and full Class IX support
to several newly formed ARVN units. For the most part, these were 17Smm
heavy artillery and M48A3 madium tank equipped battalions in northern
MR-I, and DS support was provided by the 2d Maintenance Battalion at Phu
Bai and FSA 26-1 at Quang Tri. These support requirements continued
through 31 January 1972 and included extensive maintenance training and
contact team work.

10. (U) On 30 October 71 the 178th Maintenance Company (-) was moved
from Quang Tri (FSA 26-1) to Camp Baxter in Da Nang and attached to the
92d CS (Keystone) Battalion. It was used to augment the battalion's
manpower pool needed for Keystone processing.

11. (U) At the end of October 71 the Quang Tri combat base was almost
completely closed out. On 1 November this was completed and Forward
Support Activity 26-1 at Quang Tri was inactivated. During this same
time the Chu Lai Combat Base was being drawn down, and on 27 November
the close out was completed and the 596th Light Maintenance Company
stood down. This left requirements for support in Da Nang, Ihu Bai,
Camp Lagle and Camp Evans under the active supervision of Da Nang Sup-
port Cormand. The process of standdown was soon to delete all but a
much reduced residual garrison at Phu Bai and the Support Base at Da
Nang. The 277th S§&S Battalion (-) from Chu Lai was transferred from
the 80th General Support Group to 5th Transportation Command on 7
December to facilitate support continuity during further draw down,
and by 21 December the Camp Evans combat base was campletely closed
out.
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12. (U) Further revisions to the support structure were made during
January as the 101st Airborne Division (Airmobile) contimued redeploy-
ment. Task Force Northermmost (TFN) was activated on 11 January to
coordinate all support requirements in northern MR-I (north of the Hai
Van Pass), and on 17 January the 2d Maintenance Battalion less the
already Keystoning 67th Maintenance Company was transferred to TFN from
26th General Support Group. That same day Camp Eagle Combat Base was
closed. In southermm MR-I the 92d Composite Service Battalion was
transferred from Headquarters, USASUPCOM-DNG, to the 5th Transportation
Comand on 15 January, and on 20 January the 63d Maintenance Battalion
was transferred from 80th General Support Group to Feadquarters, USA
SUPC(M-DNG, The 80th General Support Group and the 26th General Support
Group were inactivated ai: 27 and 30 Jamuary respectively, and requirements
for US support of the ARVN 10lst Artillery, lst ADA {Aw) Battalion, and
2 *h Tank Squadron were temminated 31 January. Therefore the end of
January saw TFN supporting a sparsely populated northern MR-I with the

2d Maintenance Battalion's IMS Company (-) providing maintenance support,
and maintenance support of southern MR-I provided by 63d Maintenance
Battalion under SUPOOM itself.

13. (U) The month of February 72 brought further reduction and consol-
idation of support functions in MR-I. On 1 February the Da Nang S&S
Battalion (Provisional) was inactivated, and its mission and assets re-
assigned to HQ, 277th S§S Battalion. In the north, a detackment cized
portion of 2d Maintenance Battalion's IMS Company was transferred from
that unit and designated the Northernmost Support Detachment directly
under TFN. The remainder of the Battalion was transferred to the

Sth Transportation Command, and moved from Phu Bai to Da Nang for com-
pletion of standdown, which was leted on 1 March. On 15 February
the COMMEL maintenance mission of 578th Maintenance Company was
transferred from 63d Maintenance Battalion to the 277th S§S Battalion,
and the 63d Maintenance Battalion, consisting of 63d Headquarters and
Main Support Company and the 578th Maintenance Company, began the
standdown process. This was campleted 31 March, leaving 528th
Maintenance Company the sole non-divisional DS maintenance unit in MR-I.

14. (U) The Project 981 Maintenance program continued as scheduled
until 1 Janvary 72, when a revised tasking for the next six months was
transmitted by lleadquarters USARV. The 63d Headquarters and Main
Support Company, tasked with this maintenance mission, continued pro-
duction at full capacity and soon had campleted most of the revised
program. During period 7 February through 7 March the 981 jrogram
for MR-I was prematurely phased out. On 1 March USARY terminated the
Project 951 maintenance program in Da Nang.
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Is. (U) between 13 and 28 February a concept was generated and delined
for the Philco-Ford Corporation Industrial Repair and Retrofit in Da Nang
to tahe over direct support maintenance functions for !R-1 fron the
526th ilaintenance Company and ‘Transportation Motor Pool functions from
the USASUPCOM-ONG TMP.  This concept, written into purchase request and
cormitment format, was delivered to USARV by the Philco-Ford Contracting
Officer Representative.

10. (@U) Between 10 February and 1 April 72, commodity maintcnance staff
functions of ACofS Maintenance were phased into S-4, 5Sth Transportation
Comand. The Maintenance Assistance and Instruction Team was the first
to be transferrad, followed shortly by the Lngineer Maintenance Officer.
Automotive, COMILL and Armament maintenance functions were transferred

0 March, with the Contracting Officer Representative for Philco-Ford
transferred last. This was accomplished to provide staff continuity for
waintenance tunctions, ard close coordination was effected between S-4,
sth Iransportation Command, and the remainder of the ACofS Maintenance
stalf to insurc smooth transition of staff responsibility to S5th Trans-
portation Comand upon standdown of the Surport Command leadquarters.

17. (L) Throughout tic eighteen months encompassed by this report,
several problem arcas achieved positiors of preeminence and were con-
stantly worrisome. Thesc warrant special mention and claboration betause
for the mest part they were never satisfactorily alleviated or corrected.

a. The primary problem with maintenance in Military Region I was
extrenicly poor organizational maintenance management, or complete lack
of it. The psychological aspects of operation in a largely retrograde
cuvironment impacted severely on overall effectivencess of organizational
miintenance. Many units and conmands allowed organizational maintenance
to slip completely, as they hau adopted the attitwde that, regardless of
unit efforts, equipment would be ultimately turned in, and performance
of orpanizational maintenance was an unwantced bother. In most cases
only maintenance sufficient to keep equipment running was performed, with
prevencive maintenance conpletely disregarded. A high density of unauth-
orized "convenience' vehicles devoured PLLs and ASLs to the detriment of
the overall {leet. In further retrograde situations the importance of
proper organizational maintenance must be stressed and stringently
supervised at all levels.
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b. In a fluid, retrograde environment, maintenance units were not
always aware cf whom they were supporting or of equipment density. In
scveral cases DSU's supported in excess of 100 scpdrate units. Some
they contacted frequently, others hardly at all. VWhen a supported unit
was seldom in contact and moved or gained equipment, unless the DU was
made aware of such changes it could not provide proper support, espec-
ially with respect to on-site maintenance. A workable policy should be
instituted and enforced requiring notification from supported units of
any changes in attachment, mission, location, or equipment density.
This policy would enable DSUs to maintain current information necessary
to render the most effective support possible.

¢. ‘The Water Blaster, used to clean equipment to Dept of Agriculture
decontamination standards, was an item critical to the retrograde mission.
The 1500 GPM Pump was used to supply water to the Pre-wash Points at the
single Items Processing Point (SIPP), and was likewise critical. Foth
these items had high non-operational rates. These high deadlines were
caused in part by the fact that these items were non-standard, therefore
difficult to support. Organizational maintenance procedures had to be
developed in-country for both these items, and because of the urgency of
the critical mission they served, they were utilized far in excess of
their design capabilities, allowing little time to perform these organ-
izational maintenance requirements. Non-standard diesel engines were
replaced by military standard gasoline engines on older units, partially
solving the difficulty of maintaining the Water Blaster, however the
punp problem was never really solved. These pirps were obtained from
P, and repaired through cut-and-try methods and cannibalization acq-
uisition of repair parts. Local Nationals were eventually hired to
operate the water blasters, releasing military personnel to concentrate
on the performance of maintenance under intensive staff supervision.
This action further reduced the water blaster deadline rate. From study
of the Keystone cleaning process, it was concluded that this mission was
well suited for contracter operation. In the immediate future, a
contract should be st for this type of operation. This arrangement
would bhe more advantageous to the US Government in terms of manpower
comnitment and cost.

d. There were numerous accidents involving the M107 175mm SP Gun,
A few of these were obvious ammunition failures, but several others in-
dicated possibie design fault in the equipment itself. Thorough on-site
investigation of these accidents was very difficult, as dependable inform-
ation was rarely ivailable. Units did not leave the accident scene un-
touched, anu personnel interviews were answered with uncertainty. liowever,
1ndications are that the M107 carriage, mount and recoil mecnanism lack
suf ficient strenght to adequately absorb the repeated thrust of sustained
Zone 3 firing. The M107 had a higher incidence of automotive chassis
difficulties than did th« M110 8-inch Howitzer. Observers and crew per-
sonnel offered the opinio- that during sustained Zone 3 firing considerable
tube whip was noticed after each firing. This tended to support a hypo-
thesis that sustained Zone 3 firings set up over-design nodal vitration
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patterns in the gun tube possible resulting in tube failure. Thorough
technical evaluations should be initiated by WEC(M and MUC(M as a joint
project. Carriage, mount and recoil system design should be re-evaluated
for adequacy for use in emergency combat environments requiring sustained
long range (Zone 3) firing. These evaluations should be based on tech-
nical test results for general application, rather than fault finding

on the basis of individual accidents or specific situations.

e. The problem of Local National civilian interference with road
travel in Vietnam was frequent and widespread. Road-closures caused
by civilian disturbances often resulted from the slightest incident,
whether US personnel were at fault or not. In several areas, such
closures were clearly an extortion technique, precipitated by acc-
idental injuries or fatalities to civilians. When these road closures
occured, supported units could not reach their DU's for assistance, and
maintenance units could not provide contact teams other than by air.
Similarly, repair parts could not be supplied by air, and retrograde
transportation was halted entirely. Generally the local constabulary
were of little assistance in curtailing such vigilante tactics, except
to prevent serious injury fto US personnel. Allowing Local National
civilians to continue such interference unchecked hindered efforts in
both active logistical support of combat units, and retrograde of
US materiel from Vietnamese soil.

18. (U} A concept was generated in late February 72 to expand the Philco-
Ford Fixed Field iairtenarce (FRM) contract to provide all direct support
maintenance services for Military Region I. This contractor had demon-
strated the capability, responsibility and motivation to provide out-
standing support for all commercial vehicles and forklifts in MR1. This
direct support maintenancz mission requirement of the 528th Maintenance
Company, then tasked with responsibility for ail DS maintenance for MR-1
were compared with the FRM's present and potential capabilities and capa-
cities, and it was detrmmined that FFM could easily accept phased transfer
of the 528th Maintenance Company mission over a 45-day period. Personnel
trained in DS areas which FRM did not at least support at that time, were
readily available to them, and the only facilities improvement necessary
was addition of a storage building for the expanded technical supply
section. It was further envisioned that Philco-Ford should take over

the cperations of the adjacent T™MP, for which they had already been per-
forming all maintenance. rhilco-Ford assumption of these missions would
eliminate the requirement for the 528th Maintenance Company, a TOE umit,
to be retained in the residual force, thereby facilitating drawdown of
US Military forces in MR1. Further, a responsible contractor would
perforn the maintenance mission more effectively and economically than
any comparably US Military unit could, and provide much needed continuity
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* in this support function. Finally, a contructor, since he hires local
nationals to work on the equipment, is well suited to train the Viet-
namese people in the skills valuable to the enhancement of their country's
technical development and industrialization.

T
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ANNEX E
TRANSPORTATION

1. The success or failure of any support command is completely depemdent

on the {ransportation capability available to the commander. The organic units
must be sufficient in number and their assets must be expertly managed. Common
user airlift and sealift provided must be responsive to the needs of the
Support Command to properly render the services and move the supplies required
by our combat units. The easiest and most direct road to failure is to give
insufficient emphasis to traffic management and transportation requircments.
Management of the various modes is a challenge in the normal combat envirchment,
out when involved in a tightly scheduled drawdown wiilc still maintaining a com-
bat support posturc the coordination required to move units and equipment b
air, Id, and sea becomes piacnominal. The requirement to proerly plan and
scicdule cannot be overemphasized nor can the requirement for a back-up plan
of sction be underated. Sound transportation planning with the necessary
control; and flexibility to make drastic changes during execution is vital to
accomplishment of the transportation mission. The successful accomplishment

of my mission in MRl was in large part due to the efforts and attitudes of my
transportation units and managers.

Z. vhen I arrived in the command, my transportation assets consisted of the
39th Transportation Battalion (Truck) at Phu Bai, the 57th Tramsportation
dattalion (Truck) at Da Nang and the 5th Transportation Command (Terminal A)

at Da Nang. These units had the mission of pruviding surface transportatior
support to all units in MRl. These organic units and their assets were managed
and comnitted by a Movement Control Center in the office of my Assistant Chief
of Staff for Transportation with field offices located at Phu Bai, Quang Tri,
and Chu Lai. These offices coordinated with TMA offices who supplemented our
assets with common user air and water craft, The system worked well and the
support mission was accomplished, but support being rendered was not as respon-
sive or as cfficient as I desired. Therefore in a letter to USARV in December
1970 T requested additional truck assets and a command and control element

to better manage the highway system.

3. In January 1971 planning commenced to support Operation LAM SON 719 and

as | had forseen during the month of December insufficient trensportation
asscts were on hand to meet anticipated requirements. My staff set to work
identifying weak areas and the following actions were taken: the 8th
Transportation Group was reassigned from Qui Nhon, ane hundred stake and
platform trailers were cbtained from the 2nd Logistical Command USATSA Fleet
and pressed into service in northem MRl. These trailers plus replacement
vehicles and additional provisional truck units placed us in a good posture to
mect the highway requirements., As the operation progressed the support by
highwa, was enhanced by thru putting RO/RO trailers from the port to the user in
the field. The speed with which the large number of USATSA trailers were
pumped into the sy:stem led to a problem in tnventory control and it was

scveral months before the majority were rounded up and retumed to owning units,

a. The logistical air support requirement for LAM SON 719 necessitated
positioning twelve C-130 aircraft at Da Nang Air Force Base. These assets
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were locally controlled ard contributed significantly to the overali success
of the transportation operation.

b. The important part that the 5th Trans Comd's shallow draft fleet
played in the operation cannot be over 2mphasizec. Their LOMs, YRUs, and LSTs
made possible the delivery of bulk and heavy items through the ports of Tan
My and Dong Ha for onward movement to Quang Tri. Once again the key was
local operational control of the vessels.

c. The major factor leading to sucwess of transportation operations
during LAM SUN 715 was the respmeivenecs of local assets. Operational contiol
of the truck, air and wate- assets by local commanders and staffs gave us
the added edge needed tc successfully support the operation.

4. In March as LAM SN 719 phased down my efforts were ccncentrated on getting
supply levels back to ncyrmal and relocating my transportation units back to
their home bases where maintenance efforts could be increased and equipment

be put in top notcan condition., In April and May these goals were reached and
the units were back in their normal support rostures.

5. June brought the challenge of Keystoning the 1st Brigade of the Sth Infan-
try Division (Mechanized) at Quang Tri. Extensive planning was nearly completed
when word was received that their heavy vehicles would not be allowed through
llue or over the Perfume River Bridge. I surveyed the transportation routes

and decided to set up a ferry service on. the Perfume River between sites iden-
tified as Hue Ramp and Comnfield Ramp. YFUs and LOMs were used to move heavy
equipment down the river to Tan My Port; light equipment was ferried across the
river and off loaded to road march to Tan My. This operation proved very suc-
cussful and the entire unit was moved without incident. However, the disadvan-
tage of this type movement was the delay encountered by the river crossings.
The ferry service was limited to daylight hours and could not commence until
the Perfume River had been swept for mines each moming by the Vietnamese

Navy Patrol boits.

0. Throughout July #nd August the shallow draft fleet was fully cammitted

and the weather was perfect except for several days when ap out of seasan trop-
ical storm disrupted harbor and coastal operatigns. This storm indicated

what could be expected in the forthcoming monsofn season.

7. During the next few months planning continued for the phase down of units
and support of the redeployment of the major combat and combat

support units in MRl. Transpostation peoblems forseen in the smooth with-
drawal of th.se units included the probable curtailmens of YRU and LOM
shipping by monsoon weather conditions, and the continuing threat of civil con.
frontation resulting from highway tccidants. Therefore, I decided to eliminate
21l but the most essential higlway traffic, to meke maximm use of my rail
assets, and to increase intracoastal shipping. Highwsy traffic was limited to
vehicles hauling perishable Class I or cargo that could not be delayed, and
this traffic moved in strictly controlled convoys. A mmber of LSTs were dedi-
cated to MKl for shutrtle service between Chu Lai and Da Nang, and the US Army
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Vessel LT Col John U.D. Page was assigned to the USASJPUl, DNG., This vessel
was a major contribution to the successful redeployment of tihe 23rd Infantry
Div sion from Chu Lai, anl was in constant service in later redeployment and
resupply efforts.

3. During September plans were completed for the merger of my Movement

control Center with the Traific Movement Agency Office. 1 was a bit hesitant

to relinquish control of my organic transportation assets during a critical
period when a decrease in the resporse time could seriously cffect my mission.
llowever, on 1 October the merger took place without loss of efficiency. Move-
ment of tae 23rd Division out of Chu Lai progresscd smoothly in spite of Typhoon
llester in mid-October and continuing monsoon weather. The Page operated between
Chu lai and Da Nang at a mich faster rate and hauled more cargo than antici-
pated. As the movement of the 23rd Division near-l completion, pians for
turning over the port area to ARVN were completed and the turnover took place

cn 2/ November 1971 without incident.

9. Upon completion of the movement of the 23rd Division m,; efforts were then
diverted to the north to move the 161st Airborne Division. Once again every
effort was made to reduce highway traffic by maximum use of rail and water,

h. wever, severe weather conditions restricted shipping and some units had to
move by highway. The move was nearly completed by 1 February 1972 and the Tan
My Port lacility was turned over to ARVN at that time.

10, icdh tie witadrawal of troops well underway the requirement for organic
transportation greatly decreased and I started pnasing out my transportation
units. In December 1971 and January 1972 my shallow draft flect was jut on
limited operation and vessels were prepared for tum in. Some difficuity was
cucountered in obtaining disposition instructions for US Navy craft on loan to
tae Army but these instructions were finally received. 1Initially the YFUs
were to he towed to Guam for turnover to the Navy, a lonn term operation. |
s mxdous to pet thesc vessels turmed in, so a test as oonducted at ba Nang
to seoe 10 tae Vs could be safely loaded and maeved aboard the C-4 cargo vessel
Tran: Celorado using ito twin 120-ton booms. The test proved successful and
tiae 'rans Cosorado was dedicated to move the eleven YFUs to Guam. Four sets
of soecial lifting slings were flown in from CONUS and the Trans (olorado vas
able to move [our YFUs per trip.

11. By the end of February 1972 the requirement for the Jchn U. . Page had
diminished and on 29 February the vesscl departed for Okinava from Da Nang with
2 load of retrograde. The vessel discharged at Okinawa and then proceeded to
subic Bay (or overhaul and subsequent reassignrment. The Page layed a major
part in meeting the Keystone and retrograde schedules in Rl and I stronely re-
comend that vessels of this type be made available to logistical Comanders

1n any area where intracoastal water Toutes can be utilized.

12, As I continued to phase down my trancportation units, the requirement

to supplement my military trucks with commercial trucks was recalized.

Tender of Service agreements were signed with seven trucking firms and those
f.rms pliyed a major role in the phasing out of the depct and meeting tae
daily local drayage and port clearance requirsments. This was a major step in
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ARWizing the transportation System and the keen competiticn insured compe-
tent service at reasonable rates, It has been a quick learning process for
the Vietnamese truckers and several companies are already breaki.ig away
from third country brokers and parent companies to set up and deal directly
with the US Army.

13. With the turnover of the Da Nang Bridge Ramp in March 1972, the use of
commercial trucks and contractor operated watercraft the phase down of
transportation units is nearly completed. When the De Nang Deep Water Port
is turned over to the Civil Port Authority in May or Jure 1972, all major
transportation units will have been ARVNized.
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ANNEX F
RETROGRADE AND DISPOSAL

1. (U) One of the most important missions of the commind has been that

associated with retrograde of serviceable and unserviceable materiel and
the disposal or sale of usable property and scrap metal. To provide the
requisite emphasis on the important aspects of the commind's missicn, I

assigned staff responsibilities for both areas to my Assistant Chief of

Staff for Retrograle and Disposal.

2. {(U) PROPERTY DISPOSAL

a. In MR1l, the support command was responsible for operating property
disposal yards for the receipt, segregation, Storage, sale or disposal of
all excess property of US origin generated in the area. The Property lis-
posal Yards werz operated at Chu Lai, Da Nang, and Phu Bai. A Property
Disposal Company gave manpower and equipment support to the PDO yards in
MRl. A field grade officer was placed as tiie Prcperty Disposal Officer.
Subseyuently, he was replaced by a Department of the Army civilian during
the civilianization of thne Property Iisposal ilolding Activity, Dl Nang.
Under this program, all military personnel are being replaced by DACs and
Local Nationals. Ultimate geal will be a complete civilianization of the
PDHA 2nd transferring its operational control to the US Army Propeiiy Uis-
posal Agency, Vietnam.

b. Due to the drawdown of US Army units in MR1, the Chu Lal and Phu Bai
yards were closed down and have been sold to, or in the process of being
sold to, contractors. Bota, the Chu Lai and Phu 8al areas were screcned for
additional accumulation of scrap metal. Those acamulations found, were
identified aml sold to contractors. In coordination with the Installation
tngineers of tie 23d Inf Div (Americal) and the 1Glst Abn Div (Airmobile),
installations were screened for items to be abandoned in place and proper
investigations were accomplished to insure that such acts were of benefit to
the US Government. In addition, a satellite yard was temporarily instituted
at Tan My Port in order to ¢conomiie in the transportation of PDO items to
other yards. Recoverable items were removed and retrograded. The remainder
wdas sold in place to contractors.

3. (C) RLTRUGRADE OPERATIONS

a. fhe Retrograde program was one of extreme importance to tie commiiid.
The timely recovery of repairables and hattlefieid losses had profound
unpact upon the supply system, the maintenance system, and the property dis-
posal operations. Through the Close Loop Support Program, uaserviceable
critical items were shipped to their off-shore/in-country rebuild facili-
ries. This program was intensely managed to insure the timely retum of
serviccable items to the field. Wienever possible, a direct exchange
system was established i the field for CLS program items. In addition to
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the Retrograde of unserviceable items, tne command underiook the task of
processing the equipment of standdown units. through the Keystone project. It
wis in the processing of Keystone equipment where the command met its greatest
cihiallenge in the area of retrograde.

b. ‘The Collection, Classification and Salvag' Company was tasked with the
processing of unserviceablejeconamically repairable items to be shipped to the
appropriate repair facility. - The CC&S Co has been operatud separately fram
tne depot, a practice utilized by other support commands. A constant problem
which has required inordinate command emphasis has been the return of un-
serviceable items properly preserved. Proper documentation not arriving with
the retrograde item fram outlying areas was another concern for the command.

C. During LAM'SON 719 the normal retrograding of materiel from northern
MR.. was stcpped in order to get greater utilization of shipping for moving
supplies and equipment forward. The loss of time in backloading the retro-
grade materiel and then unloading at Da Nang could not be tolerated. As
logistical requirements lessened and shipping could be held for backloading,
the embargo on retrograde was lifted and materiel was shipped to the CC&S
activity for processing.

d. All unserviceable retrograde items from Quang Tri, Phu Bai and Chu Lai
combat bases were evacuated to the Da Nang area for retrograde processing or
PDO. The task of processing unserviceable items included the cleaning of
equipnent to meet the stardards of the US Department of Agriculture and the
Public Health Service. The cleaning was accamplishéd through water blasting
stations manned by US Army personnel. As we enteced the 1972 calendar year,
the task of processing unserviceable major items was transferred to the Multj-
ple Items Processing Point and the Single Item Processing Point operated by -
the Keystone Battalion., This was accamplished due to the increased manpower
reductions 4nd standdown schedule imposed by HQ, USARV. The Keystone project
came to full swing during the fiscal year 1372. Eguipment of standdown units
was processed through the Keystone Bn MIPP/SIPP sites. As in the case of un-
serviceable retrograde, mcteriel was required to meet the quarantine standards
of the US Department of Agriculture and the Public Health Service.

e. DBeginning in the latter part of the fiscal year, LN labor was used in
increasing numbers in order to release US Army personnel to other more techni-
cal facets in the processing operation. During the present fiscal year, this
command processed the 1/5 Mechanized Infantry, the 23d Inf Div (Amwerical) and
tue 10ist Abn Div (Airmobile) in addition to their supporting units thru the
Keystone project.

f. In tnhe area of serviceable excesses, the comnind has retrograded all
Depot assets in excess of the needs of the residual units. The move required
close coordination with 37, USARV, US Army Inventory Control Center, Vietnam,
and shipping authorities. Processing of supply classes II, IV and IX were
mostly accomplished under contract in a very satisfactory manner. All
serviceable assets were redistributed against the needs in USARV commands,
other Pacific commands, and CONUS.
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ANNEX G
ENGINEER

1. (U) I have mixed emotion-. conceming tie engineer cfrort in support
«f my comnand. On the brighter side, once a project was approved and
necessary materials were available the engincer elfort could move very
swiftly. An exceilent example of this was the phase IV change to the
Keystone facilities, (USARV Prcject 1362). USA Engincer Command Vietnam
(USAECV) major troop HQ in MR1, the 45th Engr Gp tasked their only con-
struction battalion (84th Engr) to accomplish vertical construction at two
locations and horizontal work at five sites. What had been estimated

as two wecks effort was completed in one week during November 1971,

2. (U) 'The best example of the other side of the picture is illustrated
in the RGU area. Necessary phase down policies such a 'Make do" or

"Do Without" for new work spilled into the R§U area. No major upgrading
and in some cases not even essential maintenance was accomplished in numer-
ous base contonement areas. This had its toll on troop morale and became
a source of individual Congressional interest. In the future I recommend
a pregressive program to improve living conditions in the base areas as
these arcas hecome more secure.

3. (C) I discussed in my after action report on LAM SON 719, that the
initial limited distribution (LIMDIS) policy for release of information
caused a lack of early planning by my SUPCOM Engincer. [Engineer support
for Forward Support Areas (FSA) at Vandergrift and kKhe Sanh was tasked

tc the 45th Engr Gp by the XXIV Corps OPLAN. The support to be rendered
included the construction of minimum essential operational and logistical
facilities. The magnitude and urgency of the tasks assigned to thec 45th
Gp were under-estimated in view of the weather prevalent in the TAOR and
the time-phasing for completion. ilighway QL-9 and the assault airfield
rcquired such heavy engineer effort that the mission of construction
operational and logistics facilities was given only token etiort at Vander-
grift and no effort at Khe Sanh, The thinly spread tasked engineer support
required a change in the concept of the operation, Dozers were taken from
special designated assets and assigned to the FSA which built their own
logistics facilities. This caused a diversion of logistical and super-
visory effort and Jecreased the speed at which the FSA at Vandergrift ..as
organized and made operational. The importance of engineer support for
such extensive operation must be stressed during early lanning stayes.

The security classification assigned need-to-know information nust be taken
1nto account,

4. (U) A valuable lesson was leamed in the aftermath of T)ypioon lester's
devastating blow in late October 1971. llester was reported to be the worst
tropical storm on record in this northern area of Vietnam. Cale forces
ranging from 60 to 100-plus miles per hour and heavy rainfall caused umtold
damage to our pitiful, already weatherworn, temporary wooden SIA HUTS. These
«omprised our primary troop living billets. Yet other commmity faciliti~s
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and considerable personnel property suffered the same fate. Only tarough
exhaustive self-help efforts by all personnel in every umit were we able to
recover in a minimm number of days. Critical building materials were con-
trolled by XXIV Corps and issued by Installation Engineer Da Nang and USA Depot
UNG against a system of priorities. These priorities were jointly established
by my engineer and tne engineers' staffs at XXIV Corps and Northern District
Engineer. The most critical item was sheet metal. The majority of our roof
constructicn consisted of sheet metal and we found those roofs that were not
sandbagged were of course the ones with the most damage.

5. (U) As the Vietnamization program progressed, a critical area in which
my engineer staff became involved was tronsfer of bases and/or facilities to
ARVN and other GVN agencies. I was assigned to coordinate Sector III by

XXIV Corps. This sector was bounded on the north by Monkey Mountain, ¢n the
south by Marble Mountain, on the east by the South China Sea and the west by
the Scag liin (Raver) and Bay. It also included the bridges spanning the Song
‘an connecting Da Nang East to Da Nang West. Also the Bridge Cargo (port)
Facility on the west side and adjacent to the bridges was added to Sector III.

6. (U) Sector Coordination required almost daily contacts with: Installation
Coordinators/Installation Commanders, X1 Corps. G4, Real Estate Section;
Philco-Ford Real Property Officer; Installation Engineer, ING; Northemrn '
District Engineer; ARVN First Area logxsucs Conmand (IALC) and less f

contacts with Naval Support Facility, DNG, ARVN I Corps and the ING Air

sase. It is understandable with tbe mlt{plicity of agencies and ornmzauons
being dealt with that problems would surface in Sector Coordination. The

fact that no mjor problems did arise I attribute to the tenacity of

Engineer. In order to further assist Installation Coordinaters/C s

in preparing their camps and areas for twmusfer I established an Inspection/
Disposition Team. This teum had the expertise to give on the spot disposition
advice on the myriad items that were found during ghcir surveys.
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ANNEX H
PERSONNEL

1. The importance of skilled persamel with wham to perform the mission
cannot be overemphasized. I found in the Da Nang Support Command that
the experience was in my Field Grade Officers. FEven with-a full comple-
ment of Field Grade Officers at Group and Battalion level, I found they
had to devote an inordinate amount of time in personal supervision. The
majority of young officers in the grade of Captairn and Lieutenant lack
the experience, empathy and leadership necessary to effectively command
a supply or service company. Those who Jdo lead and command do a magnifi-
cent job, often at.the risk of their awn lives.

2. All to often I have seen the pattern repeat itself. Where a company
is cammanded by a mediocre commander and a weak Pirst Serpeant, the unit
was rife with racial strife and drug abuse. Replace these personnel with
strong leaders who follow the principles of leadership and insist upon
discipline, and there will in all probability be one or more grenide in-
cidents in the first four weeks directed against the commander end the
First Sergeant. This form of insipid rebellion is distasteful and I feel
a definite prodact of the American society today. A strong Arvy must
have discipline and leadership.

3. The majority of young officers today are solely interested in serving
their time and getting out as quickly as possible. It iz unfcrtunate but
they do not accept the chailenge of leadership; rather they scek to avoid
it or, often they ignore it, figuring that someone else will do it for
them. Those who do accept the challenge, and are strong enough to survive
the test will be magnificent commanders in the future. All to often, the
young Lieutenant identifies himself with the troops and is more sympathe-
tic toward them than he is to the needs of the service. [Likewise, this
creates a commnication barrier between the young officer and the older
enlisted men. This break-down of commmications is, I believe, one of
the more serious problems facing us today.

4. The incident of drug use by soldiers in my command was the result of
various envircnmental and individual factors. As a result of a study
conducted at the Drug Pehabilitation Cecnter and a survey conducted by
my Assistant Chief of Staff Persomnel and Inspector General two factors
emerged as being strongly influential in determining the rate of drug
use throughout the caommand.

a. The first factor which was uncovered by the studv conducted in
the Drug Rehabilitation Center found that significant number of drug users
in the Support Cammand were generally weak individuals of low intelligence,
poor family backgrounds, previous experience with drug and criminal actiw-
ity and scholastic dropouts. Basically they are individuals sho through-
out their lives have rarely, if ever, demonstrated the ability to behave
in a mature and respansibie fashion. I feel that a support command gets a
disproportionate share of this type soldier. This type of soldier is
more easily assigned as a truck driver, ammmition handler or duty soldier.

b. The second factor is that of drug availability. The <irvey con-
ducted by my Assistant Chief of Staff, Personnel and Inspector Ceneral, in
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which same 15 campany size units were visited, strongly indicated that
the ease with which soldiers can obtain drugs (heroin) can be correlated
with the rate of drug atuse throughout the command. When cne considere
that Support Cammand, Da Nang irstallations are interspersed among var-
ious civilian carmunities and that the majority of soldiers work on dif-
ferent campounds than they live on, cantrol over the individual soldier's
personal actions is difficult., The cambination of assigning soldiers
who have a hlstory of underechievement and placing them into an environ-
ment with high drug availability is, I believe, the main reason for the
rate of drug abuse in my command.

5. An evaluation of the four phases of the USARV Drug Program, i.e.
Exemption, Enforcement, Elimination and Education, indicates Enforcement
and Elimination to be the most effective in combating drug abuse. While
the Exemption program enjoyed a modicum of swcoess, it is doubtful that
any exemption program could contribute significantly to the reduction of
drug abuse since rehabilitation raquires long periods of intensive coun-
seling and it asks the drug abuser tc demnstrete that sort of determina-
tion and maturity which would have kept him oft drugs in the first place.

6. The drug education program conducted throughout my command was directed
primarily at the pm-icer, 'D\esmveymmmdabweslundﬂutedtm-
tional efforts directed toward the drug abuser in most cases is nonproduct-
ive. Our experience also shows that the degres of swicess attained as a
result of our educational efforts was not so mxh a function of interest
and enthusiasm on the part of the imstructors as it was a function of their
recogni zed expertise and credibility.

7. The experiences here in Support Command, I fsel, clearly demonstretes
that any successful drug abuse control program must place continued em-
phasis on reducing the availability of drugs and the prompt identification
and elimination of drug abusers.

8. I have experienced shortages in most of my Military Occupational
Specialty Codes and at the same time I have had to undertake missions,
peculiar to Vietnam, that did not fit into the MOS pattern of the US

Army. A prime example was the 22d Compcsite Service Battalion, whose
mission was the retrograde of material and equipment from RW. The
uniqueness of this situation caused my Adjutant General and his personnel
to imtensively manage the individual soldier, not for what he was trained
for, but more for the mission I had to accomplish. In the majority of
cases these young men realized the necessity of the mission and willingly
performed outside of their MOS in an outstanding manner. Thru their
efforts my coomand met and exceeded its retrogrede goals month after month,

9. Beginning in December 1971, the first of the USARV-wide curtailments
came into effect. This initial curtailment was acospted and did very
little to disrupt my command. However, as the curtailments continued
and replacements dwindled to almost nothing, I was forced to request
mission essential retention of approximately 609 US Army Suppoart Oommand,
Da Nang persmnnel. o
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i10. Some of these perscnnel, because of their MOS, were retained until
their original DEROS, but a large number were released prior to the re-
quested retention date. These releases were possible because, as the
mission became more definitive, the requirements were less than had been
originally anticipated and also because contracts were approved which
enable this Command to have many of its functions performed by civilians
with anly a few military supervisors. In any future action of this na-
ture, where the retrograde function is so important, I strangly recommend
that consideration be given to civilianizing the retrograde functions

as soon as possible, freeing the soldier to do the icb for which he was
trained, being more productive for their own self-satisfaction and to
the US Amy.
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ANNEX 1
SECURTTY

1. (C) Combat Security of Troop Installations: Installation derense
consisted of perimeter barrier wire in the form of tanglefoot, concertina
and chainlink fence. In some instances, however, MACV I'hase III type
barriers were utilized. Flouod lights, Tower Guards and Roving Cuard Patrols
supplemented perimeter security. Installation Reaction Forces were formed
tu counter any perimcter penetration by tie enemy. Bunkers and Personncl
Shelters were constructed for protection against possible rocket and mortar
attachs. Unattended Ground Sensor devices were implanted on several Support
Comnand Installations to enhance perimetsi security. The first sensor unit
was installed in March 1971. The value of the sensor program was at best,
questionable. False activations were tlic greatest disadvantage. After
several falsc alamms, the sensor devices were considcred worthless by the
menitering security force. Censequently, future activaticns were disregarded.
Acricl su,ort for tic nigat defense of the installations in tiie Da Nang
Area was rovided by tae 11ltn Combat Aviatioa Group. Such support consisted
of two Cobras and a Flare Ship., llith the exception of the Flare Ship, the
supnort provided by the Gunships was purely psychological. Since most

Ia Nang Installations were located in areas densely populated with VN Local
Nitionals, approval for utilization of available gunship support was highly
impr -bable. To insure tiaat the combat readiness of Da Nang Installations
was maintained at the highest level, each installation was reyuired to
conduct practice red alerts at least once a month. Additionally, monthly
practice red alerts were conducted for all Da Nang East Installations. Such
alerts werc initiated by iR, Support Command and under the control and super-
vision of Support Command Tactical Operations Center. During these practice
alerts the effectiveness of Installation Reaction Forces and perimeter
defenses was evaluated.

2. (C) Support Command TOC: The TOC was established to control defense
nperations throughout the Support Command with ccordination responsibility
for the integrated defense of the Na Nang East Sector. The Support Command
TOC exercised jurisdiction over US Installations and shared no responsibility
for Local National Villages, ARVN Installations or lines of commumication
outside of US Installations. Support Command TOC reported to the 196th
Infantry Brigade on all matters and all requests for assistance, i. e.,
gunship and artillery support were requested through the 190th Inf Bde.
Constant commmications were maintained with the 196th Inf Bde and Da Nang
East Section Coordinators. Communication with the 196th Inf TOC was

by PM secure radio. ‘The secure net had four stations, 190th Inf (NCS),
45th Eng Gp, Da Nang Air Base and Support Command TCC. If the securc
network malfunctioned, radio commmication was established with the 196th
Infantry Brigade on their internal security net. Communication with the
Support Command Installations and Da Nang East Section Coordinators was by
the Da Nang East Security Net which consisted of eight stations, 1/1 Cav, E
Co 50th Inf, five Section Coordinators and SUPOOM TOC (NCS)j. Commumication
was maintained on a twenty-four !iour basis. Alternate commmication to all
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installations was by commercial telephone and tactical telephone.

3. (C) Port Security: Initially Port Security at the Deep Water Pier and
Bridge Ramp was deficient in several areas. Perimeter and pier lighting was
inadequate. Measures to counter swimmer/sapper attempts were nonexistent.

In order to upgrade the defensive posture of these port areas various security
measures were implemented. Additional perimeter and pier lights were installed
to provide maximum illumination to' the port's sensitive areas., Ships remain-
ing at port during the hours of darkness were required to utilize "'drop lights".
Guards were placed on ships and piers. Concussion grenades periodically dropped
from the piers were also employed to deter swimmer/sapper operations. These
security measures must be assumed successful since no sapper attacks were
launched against ships in the Da Nang Area. Furthermore, the satisfactory
resuits received during the Ncval Port/Harbor Defense and Security Inspection
of tne Da Nang Ports in January 1972 were indicative of the adequacy of port
security posture.

4. (C) Harbor Defense: The VN Harbor Defense Unit, VNNAV, countered
waterborne threats against US Installations bordering the Han River and
Da Nang Harbor. Eleven VN Harbor Patrol Boats were utilized for this specific
purpose. Reqyuests for VNNAV support were directed to the USN First Coastal
Zone Advisory Element. Communicatiorn betwewa Support Command TOC and the
First Coastal Zone was by FM radio utilizing a predesignated frequency and tri-
monthly call sign. In tne event of a possible waterborne threat. the First
Coastat Zone TOC Watch Officer would coordinate with his VN counterpart, who
subsequently would dispatch the Harbor Patrol Craft to the scene of enemy ac-
tivity. Fortunately, Support Command was never required to utilize the VNNAV's
resources.

5. {C) Convoy Security: Koutes frequently travzlled by convoys of Da Nang
Support Command were classified Green and required minimm security measures.
With the exception of normal combat operations, security on Qbl was not
required. llowever, those convoys travelling through the Hai Van Pass were
afforded aerial observation coverage by light helicopter or fixed wing air-
craft., W«ith the reduction of available aircraft, aerial convoy .support
terminated in December 1971, Following this period, an MM Secure Commmi-
cations between the Convoy Control Center, Province Senior Advisor and XXiV
Corps TOC was established to sulg:rﬁort canvoys travelling through the pass.
To complete this link a mobile FM Retransmission site was installad at the
top of the iiai Van Pass. This procedure tly improved the commumications
between convoys and those units capable of providing combat support.

6. (C) Amunition Supply Points: Support Command operated five ASPs until
21 August 1971, when ASP 101 at Quang Tri Combat Base closed. ASP 105 at

Chu Lai Combat Base was turned over to ARVN, on 31 Octaber 1971. ASP 107,

Da Nang, was turned over to the Local Natiohal Police on 3 Mawch 1972,

Enemy sappers were successful in blowing a gortiun of the stocks at ASP

101 on 22 June 1971. Previously, ASP security conaisted of a perimeter fence,

perimeter lights, perimster ard a fow sentyy ¢ogs. The 22 June
incident painfully emphasized the need for a revamping of ASP defenses. An
in depth study was conducted to upgrade the defense posture of the ASPs. It
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was detemmin<d that in order to ‘successfully defend the ammmition stccks
against a trained sapper, the ASP defense must be organized to accomplish
one of the foilowing:

a. Prevent the sapper from gaining entrance to the ASP.
b. Detect anxl locate him if he does enter the ASP.
c. Deny him access to the target (ammmition).

Upon implementation of this type defemnse, the Support Command successfully
defended against one firm sapper attack (one sapper was killed) and detected
several possible intrusions. Lights, guards, sensors and sentry dogs were
used extensively. Lights and guards were employ:d on the perimeter and
storage pads. logs and sensors were used aleng the most likely avenues of
appreach.
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ANNEX J
PROVOST MARSHAL

1. The Support Command Provost Marshal with his small stafi exercises
staff supervision over internal or physical security within my comnand.
Since a logistical command has mumerous items of high market value the
problems of theft and pilferage are great. Units devoted s~lely to secur-
ity were found to be of value in a limited sense. Gate guards are faced
with the problems of being intimatei’ familiar with numerous directives
pertaining to vehicle and personnel access. Therefore, it 1s essentiil
that these personnel be permanently assigned to that duty only. llowever,
to maintain the necessary responsiveness to cammand, tile gate guards
snould be assigned to tihe commander having responsibility for the instali-
ation. The Da Nang Support Command was faced with a major problem in that
subordinate units were located on numerous small compounds. Each compound
had one or more gates which presented a potential autlet for stolen gocds.

2. Two security companies were organized within Da Nang Support Command
to provide the necessary security personnel. QOne company was fragmented
between two activities. The activity cormanders were given responsibility
and control for the portion assigned to him. This system proved to be
qulte successful.

3. The second company was retdined in the Da Nang area to provide local
security for many installations in the Ja Nang Area. The company also con-
trolled all Local National guards hired by Support Commmand. Originally the
company, under the operational control of the Provost Marshal, provided the
gate guards for all installations. However, this proved to be undesirable
1n taat the installation commander had no control over the gate guards at
nis installation. Accordingly, the size of the company was reduced and
installation cammanders were required to provide their own gate guards.

The reduced security company continued to provide security personnel to
tiiose 1nstallations or activities which had no resident troops.

4. Tae Local National security guards proved to be of limited value. It
15 essential that they be used to augment U.S. security personnel rather than
replace them. Without U.S. supervision the LN guards fell victim to threats
and i1ntimidation by the criminal element or worked in complicity with

those stealing U.S. supplies.,

5. In an effort to improve internal security and detect taicvery, elec-
tronic Jdetection devices were used at key gates on an cxperimental basis.
Tne devices were supplied by the Land Warfare Labor.tory. Tneir cffective-
ness proved tu be negligible. Both devices, nand aeld sev.rca paddles and
vertical walk-taru devices, would detect only ferrous uetals. Jhen tae device
alarned, it was necessary to search the individual concerned, yet thne seusi-
tivit,; of the devices was such that the alam would scuis on completel,
innocent objects. Also many items subject to pilferage would pass unde-
tected unless tiey were composed of a ferrous metal.
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0. The Land Varfare Laboratory also provided ultra-sonic Arms Rocm

Security systems (ARRCSE) to protect selected hign value or sensitive storage
places. Tanree separate systems were installed. One system proved faulty
and had to be removed. The other two devices proved to be effective and
reliable. The system has been recammended by the Land Warfare Laboratory

for addition to the Ammy inventory.

7. Tne Support Command Provost Marshal operated in close coordination wita
the Da Nang Provost Marshal wnho provided area military police support. The
close coordination and liaison enable the' comwander to be well informed of
current crime problems. A serious rash of motor vehicle thefts was

finally cantrolled by stringent cammand controls over vehicle use and secur-
ity. Close coordination a rutual understanding of command and military
police problems led to a satisfactory working relationship.
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ANNEX K
COMPTROLLER

1. During my tenurc, the Camptroller Las been my principal advisor in the
management and utilization of fiscal resources allocated to the comnand.
Constraints imposed on the availability of Operation and Maintenance, Army
(OMA) Funds have required the application of sound programming and Ludgeting
technigues. In this regard, the Camptroller has proven most useful in making
timely recommendations to reallocate resources to support aigh priority mis-
sions, while maintaining expenditures within the limits estabiished for tae
conmznd.

.. Contractual support h2s been an invaluable asset to the commani, and has
iccounted for over 90% of my command operating budget. Not only have econo-

mies been realized in some areas thirough contractor operation, but also troop
redeployments have been facilitated through contractor dugmentation and/or
replacement. I have used a Contract Review oard as a primary management

tool in monitoring contractor performance. This board has been convened moathly,
and has made recommendations to me regarding the curtailment, expansion, ¢y
continuation of contract services. Almost %700,000 in savings have been
realized tlus far in Fiscal Year 1972,

3. The Comptroller has alsc beer assigned operationazl contrcl of the vdth
Finance Section, and has been instr.mental in recammending timely adjustwents
in finance service operatiaons throughout Military Region 1. For example, 3
forward finance office was established at Quang Tri tc provide close and
continuous support to the U.S. Amy Forces involved in supporting the ARVN
incursion into Laos during LAM SON 719,

4. Finance service in Military Region 1 has undergene several madifications
since the terimination of LAY SON 719. Until February of this year, U.o. Army
rorces located north of the Hai Van Pass were serviced by a Class B finwuce
oitice at Phu Bai, with the main office at Da Nang servicing a!! forces soutn
of the ilai Van Pass. In February, however, it became apparent that individual
finance records must be colloca’ed with an autodin facility, in order that
pdy change authorization data be transmitted on a prompt, recurring schedule
to the U.S. Army Finance Center. Moreover, tie 64th linance Section, as

a designated USARV draw-down unit, hid realized a 50% reduction in staifing
since Novenoer of 1971, Therefore, in late February, ! dirccted that tae
Pnu Bai office be consolidated with the main office at Da Nang, and that a
customer service team ve provided to the smaller density of forces in tae

I'nu Bai area on a 4 visit per month basis,

5. ln retrospect, the introduction of the JUMPS Pay System in the fall of
1971, while successfully implemented, did create special proviems durlny a
period of increased personncli turbulence., Class A agents servicing isolated
firebases experienced difficulties in returning unpaid tredasury checis to
the 04th Finance Section for processing back to tne Finawe Center. Time
lags in the submission of unit morning reports caused checks to be entercd
in the wrong unit payroll, as well as late adjustment: to individual pay and
allowances. A noted increase in pay inquiries reflected & lack of under-
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standing in reading the leave and earnings statement. However, locally-
improvised programs and orientations have alleviated the situation to some
extent, and commanders have placed considerable emphasis on insuring that
their personnel receive prampt and accurate payment.

6. The Comptroller has maintained an active cost reduction program through-
out my tenyre. In Fiscal Year 1971, the command exceeded its goal by more
than six times, and accounted for 63% of the total USARV submission. In
Fiscal Year 197Z, redeployments have increased ‘the difficulty of generating
cost reductions. ilowever, the comsand has succeeded in attammg its anmual
go21 of $2.9 million by December, with submissions exceed.., $3,6 millian.
With the transfer of this program to the 5th Traasportation Command, a final
drive has been planned for the fourth quartér of this fiscal year.

7. In addition to finance service, the command has also provided technical
assistance in the areas of autamatic data processing s rt and Assistance-
In-Kind funding for US Army Forces throughout’ Mlhur; gion 1. The Comptroller
has served as the focal point for maintenance, ir, reports consoljdation,

and equipment retrograde for all data prooeuin tallations. Moreover,

the control, budgeting, and cisbursement of Ass stmco-ln-hnd funds has
provided U.S. Army Forces throughout the region with additional manpower
resources for daily hire and the important Kit Carson Scout Program. In calean-
dar year 1971, the total Assistance-In-Kind support disbursed throughout

the region amounted to about $VN 531 milliam,

3. In summary, my Comptroller section has been staffed with the requisite
mix of skills which have been effectively appllod in assisting in the
accomplishment of my mission. Cx troller lias provided me witn an objec-
tive, responsive trouble-shooting flexibility to cope with the problems of
fmancml support of operations,
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